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One real attribute of leadership is a 
conscious attention to the deve~opment of 
subordinates - a genuine interest in their 
training and development. The incompetent 
superior who is required to maKe a conscious 
effort to develop subordinates will see 
these same people exhibit a new respect for 
his ~eadership. Then too , the process 
reciprocates. It is axiomatic that the 
teacher always learns mor e than the student. 
Here will be a new impetus to the superior 
to looK to his own development. 
Willard E. Bennett 
''A Master Plan for Management 
Development" 
Twelve Business Problems 
Analyzed, p. 89. 
Harvard Business Review Press 
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INTRODUCTION 
Unlike the industrial corporations o~ the United 
States, the broadcasting industry has substantially ~ailed 
to plan and develop a program that would permit young men 
and women to be professionally trained in both mass media 
management and the creative arts of communications. This 
fact is especially perplexing when we realize that American 
industries in every conceivable level of manufacture and 
service have made an effort to foresee their future man-
agerial demands and have provided training methods to meet 
corporate problems. 
The Problem 
Statement 2f. ~ problem. Radio and television in 
America is of gigantic importance, for it is a cultural, 
political, educational and economic Goliath. Management in 
the world of radio-television at the National Broadcasting 
Company requires creative talent, engineering excellence, 
financial competence and business understanding. 
The need for research into management areas o~ NBC 
is the kind of "need" which exists in every facet o~ human 
endeavor. This is to say, when a product, a method, or a 
system has been developed, it is man's further obligation to 
define and understand the very creation his efforts have 
l 
·I 
I 
I 
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produced. The need, however, is more than philosophical. 
From a historical viewpoint, the National Broadcasting 
Company is America's pioneer in the mass media of radio and 
television, and the first organization in telecommunications 
to formulate a working policy for training young men in 
broadcast management . It is thi s current management training 
policy: intent, methods, procedures, and results, which is 
under investigation. 
Importance of the study. Broadcasting corporations 
on both a national and regional level have shown little more 
than routine interest in carefully administered management 
development. The telecommunications industry has failed to 
keep abreast of other national trainee programs; research 
will call attention to this lack of development. 
With no printed or mimeographed materials available 
under one cover, which explore considerations of management 
training in radio and television, reports are needed for 
educational study, discussion, reference, and development of 
stronger and better teaching-training methods. The National 
Broadcasting Company is surveyed because it is the only net-
work to actively engage in both formal and informal training 
programs. 
In the final analysis, shrouded training efforts 
do not maKe for good learning tools; we do not learn from 
secrecy. Shortcomings and attributes of NBC transgressions 
3 
into the dynamics of management training might serve as a 
needed example to nationaJ. and intern.ationaJ. broadcast 
management training. 
A Preview of Thesis Organization 
The two ma jor units of investigation are the types 
of operations and the kinds of programs developed and 
currently operated by the National Broadcasting Company: 
·Gogether with opinion-attitude research on NBC personnel, 
and participants of the various trainee programs. 
To completely understand the purpose and scope of 
NBC training activities, departmental developments of the 
Guest Relations Sta~f, Mail Room, Controller Department, and 
the Management Training Program will be considered. All will 
be approached from their historical perspective, their basis 
for existence , methods and format of teaching. Greater 
emphasis, by far, is placed on the Management Training Squad, 
for it is this single effort which is the Network's junior 
executive train:lng program. 'I'he Management Training Squad, 
organized in 1949, has been running continually with erratic 
results, both for those selected to the activity, and the 
National Broadcasting Company. 
A considerable amount of the material; as well as 
II 
some of the evaluations used in this study, came from various 11 
experts in the broadcast, advertising, and management con-
sultant industries who expected not to be quoted directly. 
1 
jl 
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The rrankness and candor of other respondents dictates 
further restraints in this regard. A tota~ of sixty-three 
persons were interviewed for the thesis. 
Extensive use has been made of NBC corporate 
printed materials such as personneL and development forms, 
evaluation sheets, and company publications. (See BibLi-
ography.) NBC has requested that examples of corporate 
forms and executive testing and appraisal tools be omitted 
from the appendix, as such materials are confidential. · ~en 
materials are referred to, the documents are described in 
great detail because of appendix omission. At no time was 
any request denied the writer to copy in detail such 
management tools. 
CHAPTER I 
A NEW ERA FOR MANAGEMENT TRAINING 
Management's Need ~or 
Executive Training 
Throughout the entirety of this thesis, evidence will l 
be submitted establishing the relationship between current I 
management training needs, managerial training practice, and 
I 
management theory. Management training programs and managerial 1 
problems of the National Broadcasting Company are specific 
items requiring specific applications. Nonetheless, there are 
important lessons to be learned from the success and failure 
of companies which have had many years to explore personnel 
problems and management policy. 
Specific management training practices of identified 
corporations surveyed in this chapter, have a direct corre-
lation to training program deficiencies o~ the National 
Broadcasting Company. 
The general objectives, the broad applications, and 
high standards for management training programs should be 
universal. In 1920, Wallace Clark founded the New York 
management consultant firm which bears his name. Mr. Clark 
was a new kind of management engineering pioneer: his many 
contributions to the science of management are known through-
- out the industrial wor.ld. The Clark hypothesis is sound and 
- -----
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penetrating: 
Our work has taken us into many countries 
and among many kinds of people with varying 
ideas, and the thing that stands out from this 
experience is the power of the science of man-
agement to secure action and results in spite 
of all differences.l 
America's mid-twentieth century era of management 
training has many roots and foundations. The American free 
enterprise system has helped foster ideals of a managerial 
society. From this concept emerge two points of value: the 
actual management needs for development and management 
attitudes of development. 
The concept of ~ managerial society. In the 
introduction, it was observed that when a project, a method 
or a system has been developed, it is man's further respon-
sibility to define and understand the very creation his 
efforts have produced. On this basic assumption, James 
6 
Burnham, a contemporary political economist, offered a socio-
philosophical critique on the coming of a manageria~ 
revo~ution. He states that: 
All societies are cemented together not 
merely by force and the threat of force, and 
by established patterns of institutional be-
havior, but by accepted ways of feeling and 
thinking and talking and looking at the world 
by ideologies.2 
lwallace Clark & Company, Biography of Experience 
(Wallace C.lark & Company brochure, n.d.), frontispiece. 
2James Burnham, The Manageria.l Revo.lution (New 
York: The John Day Company, 1941), p. 185. 
The thinking o~ James Burnham is painfU~ly terse: 
The general basis o~ the managerial 
ideologies is clear enough ~rom an under-
standing o~ the general character o~ a 
managerial society. In place o~ capitalist 
concepts, there are concepts suited to the 
structure o~ managerial society and the rule 
or the manager. In p~ace or the 1 individua~,' 
the stress turns to the •state,' 'the people,' 
the '~olk,' and the 1race. 1 1 
I£ we taKe a care~ul look at these catch words o~ 
"individual," " people, " .. race, " and "~olk,"' perhaps this 
7 
grouping might ~all under new titles, such as human relations, 
group dynamics, public relations or even motivational research. 
Professor Kenneth R. Andrews, Harvard Graduate 
School o~ Business Administration, maintains the central 
problem o~ management training programs on all levels is 
"how to bring into balance considerations for individuals 
and high standards o~ per~ormance ... 2 
The need ror management training. Current business 
thi~ing has estab~ished one necessary and demanding reason 
~or managerial training on all levels o~ business. The ex-
panding American enterprise now requires more skilled workers 
on all levels of production. The specific point of 
1Ibid~ pp. 190-191. 
2]:[enneth R. Andrews, "Is l'vlanagement Training 
Ef~ective'?" The Harvard Business Revlew, March-April, 1957, 
p. 65. 
I 
I 
I 
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concentration is that industry can no longer wait for 
expensive .. Let him learn by experience .. methods. We have 
arrived at developing management and managers on a chemically 
grown green-house basis. 
In 1947, Benjamin M. SeleKman, Professor of Labor 
Relations at Harvard Business School, observed, "The problem 
of administration is too critical tow ait upon the slow 
process of training a new generation of administrators."l 
What of the outlooK a decade later? In 1958, Leslie 
L. Lewis, an associate editor of American Business magazine, 
made this statement after his publication conducted an ex-
tensive survey of the need for management trainees. 11 We are 
no longer in a position to take 10 and ~0 years to on-the-job 
train future executives. That is why more and more companies 
are force-feeding younger executives to leadership maturity.n 2 
Walter R. Mahler of the New York firm, Mahler, 
1 ssociates, believes, 11 The uncertainty of natural. develop-
ment i s a risK to guard against. For this reason , formal 
plans for management development have sprouted like mush-
rooms .u 3 
1Benjamin M. Selekman, Labor Relations, Human 
Relations (New York: McGraw HilJ., J.947), p • .L70. 
2Lesli0 L. Lewis, 11 Training Management; for Growth," 
American Business, July, 1957, p. 15. 
3vvalter R. Mahler & Guy Frazier, "Appraisal of 
Executive Performance, .. Personnel, March, 1955, p. 429. 
== 
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Kenneth Andrews, speaking with considerable 
experience in both teaching and professional consultation, 
suggests that part of the importance of managerial training 
is a change in mental attitudes and dispositions. Managers 
may not do a better job to begin with, but their entire 
approach is changed, for they now survey problems of talent, 
production, and ideas from another viewpoint. They are willing 
to listen, and not be so "bull headed;" they now ta.J:{e time to 
think the matter over and "let another man have his say."l 
Therefore the content and approach of all training materials 
must be carefully considered, if the proponents of that 
program are to find the results worthwhile. 
Management attitudes and content requirements for 
management training programs. Perhaps the most needed re-
quirement in a company's training program for beginning 
young men, as we~l as advancing company personnel, is the 
willingness of upper echelon management to promote the program 
by providing the time, effort, and money so necessary to meet 
management requirements. 
One firm, The Food Machinery and Chemical Corpora-
tion, believes management training is a job for the company 
community: its managers, directors, foremen, vice presidents, 
1Andrews, .2.E· cit., p. 86. 
10 
and supervisors. It is not the task of one individual, nor 
one team, nor even one personnel department. It is a company 
project.l 
Other organizations believe that one man or one 
group should be responsible for developing new talent, and 
that inter-departmental cooperation cannot be obtained. 
Louis A. Allen, of the international management consultant 
firm of Booz-Allen & Hamilton, states: 
According to a commonly accepted principle of 
organization, the personnel manager cannot be held 
accountable for developing managers unless he has 
the requisite authority. But rare indeed is the 
suggestion that personnel should be given that 
authority over line managers, even to aid manage-
ment development.2 
An American managing director of Pignatari 
Industries, Brazil, says, "In any organization it is the 
managers and assistant managers working together directly 
with the men, w.ho have the greatest possible effect on their 
group morale." 3 
Before any training program is installed in the 
organization, correct -thinking must be instilled within the 
members of that organization. A training program cannot 
1Joseph M. Trickett, "Fulfilling Individual Needs in 
Management Development, .. Personnel, May, 1957, pp. 522 ff. 
2Louis A. Allen, "Personnel Staff and the Line 
Organization," Personnel, November, 1956, p. 236. 
3nouglas c. Lynch, Leading and Managing Men (New 
York: The Roland Press, 1950), p. 72. 
arrord to have just a few selected persons know about the 
project. This, however, is a problem in inter-plant com-
munications which will be discussed later. 1J!Jhat can be said 
at this point, is that a lack of stated training objectives 
can do much to harm a training effort. As long as impressions 
are created upon trainees by the company and its personnel, 
then certainly the executive echelons should be informed 
concerning the program's conduct and purpose. 
Emil A. Mesics who serves as chairman of the 
management development committee, American Society of 
Training Directors, believes " the fact that the broadcasting 
business is more volatile than others, perhaps makes a 
different approach necessaryn to attract the right potential 
managers ·in the first place.l 
There is a principle about training which 
I find to be applicable at all levels: we have 
no right to expect a particular kind of perform-
ance from an individual until ~ have taught 
him how we want him to perform. If this premise 
is sound-,-it is apparent that in a complex 
business like broadcasting the need for training 
is evident.2 
Management consultant Allen maintains .. each 
operating executive, manager, and supervisor who directs 
the work of others should be accountable for the whole 
lcorrespondence between the writer and Mr. Mesics, 
dated September 12, 1957. 
2rbid. 
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hearted and effective execution of the principles of personnel 
administration . .. l 
Mr. Allen is careful to point out that such 
execution of administration is a job of all personnel and not 
the personnel department. These are considerations of the 
utmost i mportance, especiall y in the National Broadcasting 
Company where personnel policy is often strained and N~twork 
management oftentimes becomes as upset with trainee programs 
as with the policy which directs such activities. Although 
the personnel department aids in development and fosters 
management training, no company programs will have either 
short term or long term success without proper cooperation 
of all staff and line strata. 
Professor Andrews points out: 
Fortunately, it is possible for management 
to plan its use of ••• execut ive programs in-
telligently despite the unlaid ghost of evaluation. 
It is still the company which provides the exec-
utive with the greatest ~arning opportunities, 
for competent schools have never tried to make 
learning a subst itute for experience.2 
To be sure, there is dire need for individual 
guidance, individual development, and personal conferences 
along the entire geography of management training. After 
discussions with numerous leaders in management training, 
l Allen, ££· cit., p. 240. 
2Andrews, on. cit., p. 72. 
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executives in the telecommunications, advertising, and 
publicity industries , this writer has been informed of the 
necessity for management development in one particular area: 
young men must be in constant contact with management ~ritY-· 
Managerial maturity is a quality which cannot be achieved in 
the classroom, but it can be viewed and observed. This 
maturity on the part of others most certainly should be 
considered part of the grooming process. This is part of 
of' that l earning opportunity of' which Mr. Andrews speaks. 
Mediator Benjamin M. Selekman has observed maturity 
in the activities of' labor and management leaders, and he has 
reached .an important conclusion! 
An emotionally mature person is one who 
accepts unpleasant f'act, whatever their genesis, 
as concrete situations to be handled rather 
than hated. Accordingly the mature manager 
avoids personalizing the developments that are 
distastef'ul to him; i.e., he avoids ascribing 
responsib i l ity f'or them to individuals who then 
can be blamed and f'ought and punished.l 
The management maturity of which we speak, is 
also management leadership. Mr. Douglas Lynch of the Crosley 
Manufacturing Corporation tells us that "no method has been 
developed yet, to reduce human nature to a mathematical 
formula. Still, it is of enormous importance for any 
manager of men to understand the .fundamental psychological 
forces which motivate men."2 This too, is leadership. 
lselekman, ££· cit., p. 142. 
2Lynch, ££· cit., p. 65. 
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Professor Howard W. Johnson, Director of the 
Executive Development Program, School of Industrial Tech-
nology, the Massachusetts Institute of Technology, offers 
three considerations for m~~agerial ~adership and maturity. 
1. The development of know-how. Until a man 
has behind him the solid thrill of doing the job 
well, of having planned, directed, and controlled 
a successful operation in a company, he is not a 
manager at all. This is the heart of managerial 
know-how, as we have come to regard it. 
2. The development of ~adership skill. In-
deed it is becoming increasingly clear that apart 
from the basics of personality and attitudes, it 
is impossible to talK about the specifics of leader-
ship except as related to a specific technology or 
organization. 
3. The understanding of business environment. 
The third area of development in a manager is his 
understanding o:f the total complex of business: 
the outside as well as the inside, the past as 
well as the present.l 
The comments of Professor Johnson are far less 
flexible than others we have viewed, for it appears that his 
considerations apply to a manager once he has a foothold with-
in the company yard. However, considerations (2) and (3) are 
necessarily adjuncts to an initial training effort. 
Case Examples of Management Training Methods 
and Relationships to the National Broadcasting Co. 
In the following examples of management concepts 
in training methodology, the writer will attempt to accentuate I 
characteristics of highly defined American corporate training 
lHoward W. Johnson, "Where Management Development 
Belongs, 11 Nation 1 s Business, June, 1957, P• 36. 
I 
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which could be applicable to overall training activities of 
the National Broadcasting Company and the Management Training 
Squad in particular. 
There are as many printed "goals .. of management 
development programs as there are corporations who foster 
such training. The thinking of Monsanto Chemical Company, 
St. Louis, is an ideal approach to corporate training on an 
executive and junior executive level. 
To create a timed reserve of qualified and 
experienced personnel from which the most capable 
and promising can be selected to fill the higher 
executive and administrative vacancies: to develop 
executive and administrative personnel to meet 
increasing responsibilities in their present 
diversified jobs.l 
Mons~~to Chemical speaks of job diversification and 
thereby implies elasticity of trained personnel. 
It is just as true today as ever, probably 
more true t han in the past, that a skilled 
manager or administrator in one field is likely 
with little adaptation to make a good record in 
another field. If the two activities are some-
what related, less adaptation is required.2 
1Lewis, ££· cit., p. 18. 
2Fred DeArmond, Executive Thinking and Action 
(Chicago: Lloyd R. V'lolff Company, 1952), p. 230. 
This business philosophy has been especially 
accepted in the National Broadcasting Company, where there 
is an interchange ' or executive talent with the parent agent, 
The Radio Corporation of America. In particular, the RCA 
executive talent coming into NBC has been in areas of 
personnel administration, ~abor relations, finance and 
budget evaluation, and the business management operations. 
NBC personnel going into the executive or junior executive 
ranks of the Radio Corporation of America, is rare. 
= 
16 
Management training programs in the United States 
encompass two classi.fications. The .first is called "in-company 
trainingu and provides .formal and in.formal training in all 
levels o.f the corporate .family .from vice presidents to shop 
stewards. In nearly all cases o.f in-company training the 
programs are geared to the speci.fic requirements of company 
departments, and are administered by a management instruction 
team o.f the company; a specially developed training sta.ff 
.from the department o.f personnel, or the planning and develop-
ment department, or an independent agent retained by the 
corporation to render such services. 
A second area o.f management training programs is 
called the "out-company11 method. An out-company operation 
is divided into the university executive training program 
designed .for speci.fic individual needs rather than corporation 
goals, and the one-time seminar system, or individual case 
study method sponsored by pro.fessional societies and 
organizations. 
For the most part, it is only a.fter an employee 
has passed through an initial in-company training program 
and acquired responsibilities .far beyond his training period, 
that a corporation might consider him a candidate .for out-
company instruction. 
Professor Andrews believes that e.ffective executive 
training and instruction should possess those attributes 
which permit a 11widening perspective, an increasing 
tolerance for the points o~ others, and a building of 
respect ~or the function of management. "! 
In university-corporate programs, executive 
exposure to faculty, curriculum and association with other 
businessmen, should increase perspective, tolerance and 
respect. The National Broadcasting Company , the Columbia 
Broadcasting System and the ~~erican Broadcasting Company 
have not participated in the university-corporate type 
activity. 
17 
In-company training methods of American 
Corporations. The Food Machinery and Chemical Corporation 
firmly believes in a person-to-person trainee-supervisor 
appraisal method of management development for young men. 
Through past experience, FMC has found that the trainee 
student requires confidence in himself and the company for 
whom he has chosen to begin his management career . Factors 
in the following ten-point trainee-counselor discussion plan 
permit training supervisors and company executives greater 
insight and knowledge into the thinking of individual 
students, and the class of which the student is an important 
part . 
1Andrews, ~· cit. p. 72. 
1 -
Joseph M. Trickett, Coordinator, Organization 
and Management Development for FMC, briefly states the 
utilization of his company's person-to-person development: 
1. The manager must properly prepare 
himself for the counselling 
session. 
2. The manager must prepare his 
subordinate for the discussion. 
3. The manager must reach agreement 
with his subordinate as to the 
latter's responsibilities. 
4. The manager must establish and 
maintain a positive tone through-
out the discussion. 
5. The manager must be willing to 
listen to his subordinate and 
try to get his reaction. 
6. The manager must seek to work 
out a mutual p~an for the 
subordinate's personal develop-
ment~ 
7. The manager must at all tLmes 
maintain the individual's self 
respect. 
8. The manager must close the dis-
cuss ion on a positive note. 
9. The manager must make sure to 
follow up the discussion. 
10. The manager must make sure 
he assists his subordinate 
supervisors in plan-making 
for ~development.! 
1Trickett, ££· cit., pp. 522 ff. 
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The Standard Oil Company of California likewise is 
conv inced that a person-to-person relationship in all l evels 
of management, as we l l as training, is indispensable. 1 
Managers and supervisors and department directors of Standard ~~ 
Oil are encouraged to follow twelve discussion points: 
1 . Prepare the discussion in advance. 
2. Have sufficient time for the 
interview. 
3. Discuss all matters in private. 
4 . Have a place free from the usual 
outside interruptions. 
5. Put the employee or trainee at ease. 
6. Explain the appraisal plan and its 
purpose to those taking part. 
7. Show appreciation for strong points, 
as well as those needing improve-
ment. 
8. Encourage questions and listen 
patiently. 
9. Do not lecture or become argu-
mentative. 
10. Do not compare one employee or 
trainee against another . 
11. Take advantage of t his opportunity 
to counsel. 
12. Do not leave the employee with a 
"so what" attitude. Summarize the 
discussion - and action to be taken 
on his part, or your part.l 
1soc Training Outline for Group Discussion of 
Appraisal and Development Plan, (San Francisco: The Standard 
Oil Company of California, 1954), pp. 3-4. 
Food Machinery and Chemical Corporation and 
Standard Oil of California continue their appraisal system 
for good reason. It is obvious that any training program 
which requires conferences with training supervisors, and 
provides a guide of what is to be done, will benefit both 
the trainee and the organization. 
Out-company training methods of American 
corporations: the college and university. Both large and 
small industries have come to place greater confidence in 
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the nation's colleges and universities which can offer either 
complete or supplemental courses for middle and senior 
II management, in progra-ms designed by the school to meet 
, specific and general demands of American enterprise. The 
I Case Institute of Technology; Harvard Graduate School of 
1 
1 Business Administration; Columbia University; Stanford Univer-
I 
I 
sity; Michigan State University; the School of Industrial 
Technology, MIT: and the School of Industrial and Labor 
Relations, Cornell University, are heavily patronized and 
subsidized by American industry in this regard. 
In 1957, 32 major development programs were being 
offered by colleges in the United States.l Professor Howard 
w. Johnson maintains that management leadership requires 
~ . Johnson, 2E• cit., P• 36. 
rour basic points, all or which can be rostered and encouraged 
by sending junior executives back to school: (1) leadership 
is a commodity which can be developed, ( 2} leadership grows 
under the pressure or need, a need round both in large and 
small groups, (3) leadership grows in an atmosphere or r r ee-
dom, alertness and responsibility, (4) leadership is developed 1 
only through intellectual and energetic contributions, where 
it can be cultivated and properly rewarded. 1 Who subscribes 
to such doctrines? A complete listing or colleges and 
universities orrering executive training seminars would 
include all areas or American industry, save one. The 
broadcasting industry has failed to keep pace with its 
industrial counterparts.2 
Certain corporations have established year-round 
schools on a continuing basis, an example or this being the 
thriving activity between the University of Pennsylvania and 
the American Telephone & Telegraph Company, where s~ cial 
courses are designed only for AT&T executives. Other 
institutions such as Harvard Business School have middle and 
1Ibid. 
2 rnterview with Mr. Johnson, October 19, 1957, 
suggested that such a condition might exist. This theory was 
proven correct when an extensive survey was made or the 
corporate participants in American college and university 
middle and senior management training erforts. The three 
broadcasting networks were absent. The Radio Corporation 
or America has been highly active in this regard, however. 
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advanced management programs patronized not only by industry 
but also by the United States Government. 
Out-company transient methods of training: the 
professional society. Still another area which supplements 
in-company programs or subsitutes for the lack of planned 
in-company middle and senior management training, is the 
management training associations and the industrial trade 
groups and professional societies. In 1958, 23 management 
training organizations were actively engaged in out-company 
seminar activities. 1 
For the most part, management training asso-
ciations and the executive · conferences they conduct, investi-
gate topics of general administration and managerial con-
siderations which are applicable to all types of business. 
These conferences are conducted by experts in their respective 
fields and led by men in industry whose companies have been 
both active and scholastically successful in that their firms 
have produced results in the area under investigation. 
In November, 1954, the American Management 
Association designed a special Conference on Supervision 
which inc~uded sessions with leaders from Illinois Tool 
Works, United Air Lines, Monsanto Chemical Company, and 
American Cyanamid Company. This was followed in December 
~ime, Jan. 6, 1958, p. 66. 
the same year by an A~~ Special Conference on Training, 
with training experts from management consultant firms, the 
Georgia Institute of Technology, Riegal Paper Company and 
the Vick Chemical Company. 
In September, 1957, the American Management Asso-
elation sponsored a pioneer conference on Supervisory 
Development. This effort was directed to the level of 
first-line supervision, an area which should have been of 
special interest to the National Broadcasting Company, as 
many training activities take place within this stratum. 
The AMA course was designed to: 
Train supervisors in the principles and 
practices of management and to develop their 
understanding of and skill in organization, 
training, communications, human rel1tions, 
operations and management controls. 
The Dartnell Corporation, publishers of numerous 
business texts and management magazines, holds yearly 
executive conferences that, like the AMA, have a b~ad 
appeal. The schedule of Dartnell events for past seasons 
is as broad as the American Management Association. 
A highly placed member of the NBC Department of 
Personnel informed this writer that during 1956 and 1957, 
Network participation in executive and training conferences 
had been limited to only three persons in the entire 
Corporate structure, for the two year period. 
1The New York Times, July 21, 1957. 
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Management Engineering Emphasis 
on Morale and Internal Communications 
There are many definitions for the industry-
coined phrases: personal relations, employee relations, 
industrial relations, labor relations, internal communi-
cations, external communications, public relations, human 
relations and group dynamics. It is difficult to determine 
where one category begins and the other terminates. To be 
sure, all overlap, if for no other reason than each area 
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deals with the machine called man. Few will dispute the fact 
that where organized activity exists, there is a factor of 
morale. Pay, certainty of advancement, individual respect, 
prestige, and the "team" concept, benefits, job stability, 
recognition of leadership, all contribute to morale. To 
what extent, social research is still to tell us. To what 
extent morale and productivity (either physical or mental) 
are interlocked, social research is still probing. However, 
in spite of this, business management research would not be 
complete if some mention and investigation were not given to 
suggested management engineering definitions. 
Morale. 
First in importance will be the de-
velopment of morale and the building of sound 
discipline,- based on wise leadership and a 
spirit of mutual cooperation, throughout all 
the ranks. This is the essence of the American 
standard of discipline, and it is a primary 
responsibility of ~eaders to develop and maintain 
such a s~andard.i 
A disciplined organization. 
Discipline refers to either the teaching 
or high exacting obedience to an established 
standard or conduct and action. It is taught 
necessarily by instruction and by examp~e, and 
it is obtained by judicious temperament and 
treatment and by the punishment or those who 
tail to adhere to the standard. A well discip-
lined organiza~ion is one in which the members 
adhere to the regulations governing conduct and 
action as established by the proper authority.2 
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To assure the proper response in a wel~ disciplined 
organization, the quality or leadership on both a starr and 
line level must ma~tain respect. 
p. 58. 
The ieader must be absoiutely aware or 
how it reels to be uone or the led.M He must 
know what the7 teel .and. what they strive tor. 
Such an understanding may not alter what they 
t~ they strive tor, nor alter the action a 
••• manager must take when the policies he 
initiates are conducted, but it does shape 
the manner in which the policies are presented; 
it does induce willingness to explore jointly 
ways and means for lightening their ~pact.~ 
Human relations. 
HUman re~ationa research is the recent 
product or one approach to the ~ysis ot man 
and work 1n modern industrial society.4 
lGeneral George c. marshall, in .l.;ynch. !E.• _ill., 
2 ~., P• b7. 
$Selekman, 22• cit., p. 166. 
4Abra.ham J. Siegel, Ml:fhe Economic Environment in 
Human Relations Research,.. Research -.!!! Indua.trial HllDlan 
Relations, ed. Arensberg & Bar.ie!D, (New York: Harper a:ad 
Brothers, ~9o7), p. 86. 
worker-employer relationships are ini~ia~ed 
and developed in a matrix of pbJsical, economic, 
political and cultural surroundings. 1'b.ey are 
circumscribed by an interrelatea set of legacies 
or the past, elements ~f the present, and antici-
pations of the tuture.l 
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Again, the important quality of equity is determined 
by the staf'f and line leadership. 
Prerequisite to all else In human relations, 
then, the manager must learn to know himself, to 
understand his own emotional reactions to un~ 
palatable developments, to accept his fears and 
angers as entirely natural responses to those 
situations, so that he can control them as in-
nuances upon his actions. But when he bas 
achieved such insights into his own behaviGr, he 
mu.st next recognize that his employees' response 
to these same stress~ situations, even when 
they generate conflict, are generally norma1.2 
The line function. 
- - --
The line organization comprises the 
elements tbat are accountable tor accomplishing 
the companr•s basic objectives. To identity 
line, you must JOlOw :tor what purpose the company 
is organ1zed.3 
Louis A. Allen of' the management consultant firm, 
Booz-~~en & Hamilton, believes certain types of' organization 
restrict their scope of internal operation when the line 
function becomes entangled on the staff' level. 
Except tor purely technical personnel 
procedure, such activities as training, com-
pensation, labor relations and communications 
sho~d be turned over to the accountable ~ine 
positions as expeditiously as possible. The 
libid., P• 89 • 
2selekmau, ~· ~., p. 152. 
3A11en, 22• ~., P• ~37. 
I 
I 
,I 
personnel manager shouia n0t become enmeshed in 
the routine o£ repetitive operation, bu~ should 
£ree himself to work with line managers in dev-
eloping on-~he-spot solutions to human relation 
problems and to originate and develop new 
activities designed to achieve more profitable 
operations tor the company as a whole.l 
~ start function. 
Start comprises those elements or the 
organization that are responsible tor providing 
advice and service. Starr departments exist 
primarily to help the line accompiish the 
objectives or the compariJ.2 
The atatr man, as such, does not exer-
cise control except over his own immediate 
organized component, but speaks tor his 
prineipai. It should be understood that when 
a starr man speaks tor his principal on a 
matter or an assignment received ~am ~, 
the orders or instructions given by the start 
man have the same weight and effect as through 
the pr1nc1pa.1.3 
Authority. 
Authority is the sum ot the powers and 
rights necessary to carry out respons1bil1t7.4 
Responsibil.ity. 
Responsibility is the ~ assigned to 
a position. The term aa used refers to the 
work itself'. work is physical or mental ettort.5 
u 
co.Ibid., P• ~37. 
3George Lawrence Ball, ~ Manflement Guide ~ 
~Standard Oil Companz .!! Calitornia, ~an Francisco: 
2nd edition, 1966), p. ~1. 
4 -
:Al.ien, ~· .ill•, P• 236. 
5Ibid. 
-
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Communications. 
In ettect, communications con.ists ot 
everything t~t is done in an organized manner 
in an organization that otters opportunity tor 
interchange ot thought or int'ormation. This 
interchange inYolves listening as well as tell-
ing, receiving as well as giving, and most ot 
all, mutual Ullderstanding.I 
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Dr. Hobert N. McMurray, management consultant in 
communications and group dynamics, . believes tbree factors 
contribute to a realistic appraisal of internal communication I 
systems. (l) There is no one workable solution, tor effective 11 
-
communications ia completely bound up with all managerial 
functions, (2) the communication process ahould include given 
goals and attitudes, information ana procedures. All too 
~ ot'ten Dr. McMurray suggests, when taKen tor granted, assigned 
tasKs are neither e.x:plained or correctly interred.. 1'his 
causes a serious breakdown for that which follows, states 
onJ.y what is required and not how to do it. The tridirec-
ticmaJ. nature of communications, (3) upward, downward, and 
horizontal, ful.tilla a required need in the organization 
~ II 
I 
and each stratum has its own special barriers on both a 
corporate and departmental 1eve1.2 
1standard Oil Company ot California Fersonnel 
Department, Let's ~ !l Communications (In-company training 
manual published by the Company, l9tio), P• 2. 
2Robert N. :McMurr~:y, ''.&naly~ing ·::tour Communicating 
Problems,·· .American Business, M~y, 1967, P• 31. 
Morale !.! final appraisal. 
Morale is that mental state directly 
reflecting the degrees to which a man possesses 
enthusiasm, interest, and confidence in himsel.f 
and his group. The morale of an organization 
is the sum or the morale ot its members.l. 
Summary 
we have obser'f'ed that management training, no 
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1\ matter on what industrial 1eve~, is highly defined. The role 
I of the manager is a vital linK in the corporate chain. 
Although the application and principles of management are 
universal, the managerial needs must be surveyed on an in-
dividual plant basis. It is both the general-theoretical 
approach coupled with the specific-analytical application 
I' which perm! ts management training to be a plastic and useful 
tool. 
The complexities ot the American system of broad-
casting are unique in the annals or industrial and managerial 
:
1 
historical research. It is not so much the industry's youth 
II 
I which has prevented management and business research, as the 
I fact · that social, economic, political, and geographical forces 
combine to DlSJ[e· a national study difficult. This in no way 
~~~ diminishes the requirement and demands tor tresb, intelligent 
executive talent in the area or broadcast management. 
I 
I Management consulting and training groups have 
:round more encouraging resu.1ts wi'th trainees a:rter all I 
I. 
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departments have been educated to the overall goals and 
speei.f'ie objectives o.f' the training programs. As we shaJ.l 
expl.ore in the .f'ol.lowing ebapters, in broadcasting, especially, 
the success o.f' custom-tailoring junior managers rests with 
the management of an entire organization and not merely the 
group which, according to paper plans, has charge o.f' the 
potential talent. 
It is generally agreed by management and business 
educators, that the prime reason for stressing management 
training programs, and the pinpoint evaluation of program 
content, lies in the .fact that American industry cannot 
permit executives and junior executives to bloom merely by 
chance. American colleges and universities have assumed a 
major responsibility in green-house growing potential and 
proven talent. 
It is the extraordinary middle management and 
senior management executive who devotes adequate attention 
to the training of lower level leaders in the business of 
handl~ m~n, morale and the weekly problems of running a 
departmental enterprise, with the knowledge that someday 
higher positions will become vacant. 
---=-- ---=--
CHAPTER II 
PROBLEMS OF SPECIAL INTEREST TO THE . 
BROADCAST INDUSTRY 
The problems of broadcas~ aaministration are 
numerous and complex with a ~ltitude of interlocking con-
siderations. It is these complexities: public opinion and 
acceptance of a creative product, the productive talent 
involved in such creative products, unionized labor problems, 
wholly owned subsidiaries, participating stations, owned and 
operated stations, interlocking directorates, economic con-
siderations, severe interna~ and external competition, coupled 
with outdated business administration principles, which re-
quire examination. In the following examinations or broad-
casting complexities, it will not be our purpose to pose a 
solution, but rather to examine the status quo. 
Why Studies in Communications Management 
Have Escaped Hesearch 
When an industry does not wish to have itself' heard 
in national publications devoted to business policy and 
1 problems, personnel administration, labor relations, and 
human relations, one questions such disinterest. When an 
industry often rails to participate in national business 
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and management organiza'tiions, and chooses only its pro:f'essionaJ. 
societies; when an industry :f'ails to be either participant or 
I observer in the multi'tiude o:r pro:f'essional. out-c·ompany training 
!1 programs, one's curiosity becomes aroused. Some businessmen 
woUld maintain these are only exterior coatings and mere 
public relations efforts to f'oster good will.. This is partly 
true. However, this writer will strongly maintain that 
executive alertness, middle and senior management awareness, 
, and a personal as well as company esprit de corps is evidenced 
through contributions to prof'essional publications, business 
magazines, out-company programs, and participation in business-
management societies other than within one's own industrial 
calling. The :f'act that lead.ers in the broadcasting fie.ld and 
responsible members ot broadcast management do not contribute 
to such endeavors outside of' their respective rank is a 
matter o:f' record.l 
Quincy Howe, President, National. Motion Picture 
Board of Review and news analyst for the American Broadcasting 
Company, believes, ••it must be ·a function of broadcasting 
lResearch in the Dl8.11.Y '- 1953 through 1.957 publications 
of the Harvard Business Review, Personnel magazine, American 
Business, Forbes, th~ Magazine ,2! ~ Street, Dun's Review, 
Nation's Business, Business ~; publications ot the American 
Management Association, National Industrial Conference Board; 
together with surveys of company participation in activities 
of the American Society of Training Directors, the Society f'or 
the Advancement of Management, the American Management Asso-
ciation, showed neg~1gible interest by the broadcasting 
industry in the above mentioned categories. 
II 
I 
management to create a managerial talent which knows the 
demands of the total audience.Ml 
" 
For broadcast managers, the problem or mowing the 
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,I demands or an audience shOUl.d not neceasari~y be l.1mited te 
I
ll broadcasting and advertising research' as we have come to know 
it today. 
Labor management considerations. One area or 
continuing discontent in the broadcasting industry is the 
snarled relationships of management and labor unions. 
Unionized torces are not only in effect with shop and s tudio 
personnel but also with creative personnel. Labor Relations 
\ 
Departments of the three television networks must work with 
the National Associations of Broadcast Employees and Tech-
nicians, the American Federation of Musicians, Radio and 
Television Directors Guild, the International Brot~erhood of 
Electrical Workers, the International Alliance of Theatrical 
Stage Employees and Moving Picture Operators, to name but a 
few of the fifteen union forces. 
During August, September and October, 1957, both the 
Columbia Broadcas~ing System and the National Broadcasting 
Company trained department staff and line personnel, managers 
and supervisors in engineering and technical operations, for 
the eventuali'ty of arbitration f'ailure. The vastness of 
deal,ing with f'if'teen unions for one television ••product" and 
" 
the awesome f'act that with one discontented. union, the 
linterview "!ith ~uincy Howe, Septe~er 1~, _1957. 
"product" is not produced and hundreds o:r private interests 
(the network af:filiates} su:rrer is a quality inherent to 
broadcasting. The fact that network financia~ ~oss ts ex-
eeedingly gi'eat with the program curtailment brought about 
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because o:r strained personnel and labor .relations, are :facts 
difficult enough to discuss internally, let alone through 
management as~ociations and thoughtf"ul exterior publications. 
No matter how actively management training 
associations develop training methods to aid all levels o~ 
American enterprise, speci:fic industries must, in turn, aid 
themselves. The importance or this point is stressed by 
John T. Staley, Assistant Division Manager, Personnel, the 
American Management Association, when he states: 
We have not as yet conducted specific 
programs tor industry groups either 1n super-
visory training or in tae area or management 
development. we recognize, ot course, tha~ a 
great deal can be done in specific applications 
of management principles in training programs 
which are built around a specific industry. 
For the most part, it would be better :ror trad.e 
and industrial associations to handle this 
phase ot management development. My personal 
:reeling is that the principles are universal 
and that the applications pec~iar to a given 
industry mnst be left to that industry.l 
Two groups, the Radio and Television Executives, 
Society and the National Association o:r Broadcasters, 
1Letter dated August 9, 1957, from John T. Staley, 
1 Assistant Division Manager, Personnel, the American 
Management Association, to this writer. 
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occasiona~~Y promo~e seminars for their industry, and 1n this 
writer's opinion, more on the basis o£ a guilt reeling or 
having done little in the past, rather than on the £1rm 
conviction or helping to train broadcast leaders in manage-
ment. The RTES sponsors a yearly time buying and selling 
seminar, but as Claude Barrere, Executive Director for 'the _ 
1
!1
1 
Society, sta'tes, "It is presumably tor juniors, but largely 
attended by senio;s."1 
h The broadcasting industry for many years in the 
11 past has drawn upon numerous outside agents £or personnel, 
II temporary ta~ent and creative know-how. In nationa:L and 
regional broadcasting, the .. draw" concept is a f'eature which 
tends to eliminate stability on a senior &.lld junior management 
level. Such an awareness of'ten means that management becomes 
reluctant 'to accept business and academic research, and un-
wil~ing to be held to any broadcasting philosophy or business 
ethic. To be sure, the buying up of better talent both on a 
creative and management level, is a,n occupational dis.ease, not 
at all unique to broadcasting, but tar more widespread and 
accepted in this industry than any othe~. 
Emil A. Mesics., chairman o£ the management 
development committee, American Society of Training Directors, 
maintains that the broadcasting busineas:: 
!correspondence with Mr. Barrere, August 26, 1957. 
Attracts men and women, in the main 
who are perhaps oriented to some aspect o£ 
instability. Usually they are related to the 
broad entertaimnent f'iel.d with speei.fies £or 
advertising, and sales or idea promotion. 
Thus there is considerable movement in the 
£ield with individuals going to tbe currently 
highest bidder, consequently making £or a 
less than stable management sta££.1 
Economic considerations. Multi-lateral economic 
considerations o£ the broadcasting industrJ are sometimes 
overlooKed by students ot broadcasting, academicians and 
persons without the Lndustry, as reasons for lack o£ business 
ease histories. Broadcasting networks are plagued with 
numerous Congressional investigations which,in turn, compel 
broadcasting executives to administer policy which is some-
times contradictory to sound busines~. Two such problems 
which are universal to independent, regional and national 
radio television administrators are the pressure o£ public 
service time and the £ederal requirement to completely £ill 
allocated broadcasting time with continual sight and ao~nd 
images. 
Network owned and operated stations, single station 
ownerships, regional network holdings such as Don Lee and 
Yankee, coupled with vast revenue coll.ecting mUlti-station 
ownerships: Bartell Group, Storer Broadcasting Company, 
Westinghouse Broadcasting Company and the Crosley BroadcastLng 
Service, provide financial, billing, collecting and booking 
lcorrespondence with Mr. Mesics, op. cit. 
prob~ems unique to .american industry. 
Further administrative complications arise with 
the diverse interests and inter~ocked administrative and 
financia! ho~dings of America's three radio and "television 
networks. 
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American Broadcasting Network, Inc., is the radio 
arm of the American Broadcasting Company, while ABC-TV, is the 
I television division of the company. These interests are 
I' I 
!I interlocked with the American Broadcasting-Paramount Theatres 
Corporation, which further controls interest of the Paramount 
Theatre Corporation and its vast real estate holdings lwhich 
can be used for closed-circuit broadcasting on a national 
scale). Further holdings of AB-PT includes ABC Fi1m S'fDdiea-
tion and Am-Par Records, Inc. The Corporation fUrther controls ' 
AB-PT Pictures, a film making subsidiary; thirty-five percent 1 I 
interest in Disneyland Park of California, Inc., and interest 
in three electronic companies • 
. American Broadcasting-Paramount Theatres Corp., 
I American Broadcasting Network, ABC-TV, and ABC Fi~ Syndica-
!1 
I 
I 
tion each has its own corporate president. 
The Columbia Broadcasting System, Inc., as a -parent 
unit, controls CBS Radio; CBS Television; CBS Hytron, an 
electronic product manufacturer; Columbia Records, Inc., 
which further controls Epic Records; CBS Laboratories, engaged 
in electronic research; CBS International; and CBS Television 
II 
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Enterprises, the merchandising and licensing division o£ 
CBS-TV. CBS Television Film Sales, Inc., is the film 
producing and distribution unit of the parent corporation, 
while CBS Foundation ia the philanthropic agency ot CBS, Inc. 
The National Broadcasting Company, as a wholly 
owned subsidiary of the Rad.io Co.rporation o:r America, in 
turn controls interest in its fi~ syndication subsidiary, 
California National Productions, Inc. !he Network also 
maintains the NBC Opera Theatre and CALNATROB, an out1et of 
California National Productions, specializing in industrial 
films. Through interlocking directorates 1 tWA as the parent 
company controls three recording groups: RCA Victor, RCA 
Camden and Bluebird, plus the RCA Victor Great Music Society, 
a musical record-o:f-the-month club. A more detailed in-
vestigation o:r this topic will be found in Chapter Ill, 
.. NBC Corporate Structure and Executive Relationships .... 
-. 
It should be remembered that in addition to the 
above mentioned interests ot America's broadcasting companies, 
the owned and operated radio and television stations amount 
to tens of millions of do.11ars in property, physical plant 
and yearly income. 
It would require an entire research project to 
clearly define the multi-lateral economic associations of 
the radio and television broadcasting industry. The point 
to be made is a brief one. Since 1949, the business and 
-----
- -
I 
I 
II 
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administrative responsibilities of broadcasting management on 
a national level, especia~ly, have vastly grown beyond the 
capabilities of the industry to supply its own professional 
areas with busines~ leadership. 
This imposing growth onl.y adds weight to the 
immediate and l.o.ng term need f'or broadcasting management 
development and junior executive grooming. 
The Need f'or Broadcast Management 
Training 
For a network, it is dif'fieult to have managers 
,I groomed in the f'ield. Having served as Director of' Adminis-
tration for the National Broadcasting Company, and currently 
assigned as Director of' Participating Programs, NBC senior 
executive William v. Sargent states: 
The position of' NBC management is unique. 
we are a succes~ful., aggressive and growing 
organization. Equal.l.y as important, we aestheti-
cally and actually are a part of' another success-
ful. and growing organization: the Radio Corporation 
of America. This exposuz·e perm! ts the National. 
Broadcasting Company to draw upon older management, 
with a different frame of' reference. RCA junior 
and senior executive training programs are an 
important part o:f building their management team. 
Certainly then, ·at NBC, management training should 
find special. appea1.1 . 
Columbia Broadcasting System senior executive, 
Director o:f Personnel Relations Services, Robert E. 
Kal.aidjian, fUrther adds: 
lrnterview with Mr. Sargent, December 20, 1957. 
The broadcasting industry bas not re-
erui~ed as intensely at colleges for profession 
minded and potential management ta~ent, as have 
other businesses on the American scene. Unfor-
tunately young people with both creative and 
managerial talents do not think or broadcasting 
as a business with firmness and security, but 
rather as an entertainment field. Certain turn-
over trends, in their minds, create industry 
wide stereotypes. Their .frame or reference is 
limited only because we have not emphasized our 
edueational and business message to this potential 
group.l r 
Broadcasting is unique in not hav.lng a training 
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orientation, but not unique in its turnover and movement of 
personnel. Mr. Mesics presents an encouraging appraisal: 
The fact of employee turnover does not 
make less important the need tor management 
training but emphasizes its importance. Assuming 
that the function or training in industry _is to 
(1) provide useful information, (2} develop and 
improve a~titudes, (3) to develop and improve 
skills, it is likely that a well planned program 
can achieve some measure or stability.2 · 
In order to attract young men, William Sargent 
maintains that broadcasters must inform potentia~ management 
talent that radio and television is not a mysterious and 
secretive business. 
Although it grew in leaps and bounds, TV 
is not a mysterious kind of enterprise. In the 
early days, hardly any decision was wrong and 
television drew &11 kinds or taient from all 
walks or life • Today there is a gradual but 
very important change in this hysteria philosophy. 
1Interview with Mr. Kalaidjian, December 19, 1957. 
2correspondence with Mr. Mesics, 212.• .ill.· 
Now the industry has attempted to systematize 
itself by gathering and developing personnel 
of the necessary talents vital to fUture 
operation. what used to be done rrom without 
must now be nurtured from wi thi.n. · 
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Theodore F. Koop, Director or News and Public 
Affairs, the Columbia Broadcasting System, Washington, states: 11 
Often young talent in radio and television 
is discouraged, for it is ~nown that the networks 
can pick and choose the ere am of the crop. This 
often sore point with our industry accounts for 
our failure, in part, to obtain and retain the 
services of creators and administrators that can 
grow with a company. would that we knew how to 
train t~ese people, our position might be more 
secure.~ · 
Broadcast management training, sugges·ts NBC 
executive Sargent, is needed tor three reasons: (1) to provide 
better internal organization, (2) to acquire fUture managerial 
I 
talent on the basis of long range planning, and (3) to provide 11 
better communications through an intimate understanding of I 
public, industrial and labor relations. 3 
Appeal tor management training in the National 
Broadcasting Company, suggests Mr. Sargent, should evidence 
itself because o:t .four basic conditions, applicable to all 
network organizations. 
1rnterview with Mr. Sargent, .2.£• ill· 
2Interview with Mr. Koop, September 12, 1957. 
3rnterview with Mr. Sargent, .2£• ill• 
I_ 
I 
I 
1. Hadio and te~evision is a new 
phenomena; an industry where 
there are :few experts in either 
nat!enal or international 
operations. 
~. Because, there will be great 
expansion in national and 
international television, the 
industry's success is partly 
dependent on solidarity and 
:firmness, junior management 
especially, can help to 
accomplish the goal. 
3. 01'tent1mes those who enter the 
radio television :field have 
neither the background or ex-
perience in media management 
and creative talent adminis-
tration. 
4. Greater in-company training 
is needed in the starr and 
line level per se, so that 
a greater awareness or the 
values of training mighi be 
imparted on all levels. 
The Qualirications of 
Broadcast Managers 
Broadcasting is a business .. whose models and 
accessories change trom month to month; where the creativity 
and rapidity of these changes must be learned as well as 
taught." 2 
If the programming and administrative concepts of 
network broadcasting are susceptible to numerous yearly changes, 
are there grounds :for believing that broadcast managers must 
1 ~· 
'I 
have specia~ qualifications and temperaments? NBC opinion 
attitude surveys, interviews with broadcast executives, man-
agement consultants and business school educators, have led 
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I this writer to the conclusion that special qualifications and 
1 
II I 
I 
temperaments are needed, especially tor young men thinking ot 
career opportunities in broadcasting management. 
William s. Hedges, Vice President, General Services 
1 tor NBC, believes an awareness ot broadcast operations and 
I, 
II 
II 
I 
I 
mass media prior to formal broadcast management training, equips 
new employees with a .. sensitivity tor this unique industry."1 
Mr. Hedges, a veteran or NBC since 1931, suggests 
that potential managers tail to realize the diverse problems 
of broadcasting are, in actuality, problems or the advertising 
agency, t~e buying organization, talent agent, labor unions, 
public opinion polling groups and company stockholders. uThus 
one must learn well his own phase or business, so that he can 
assume greater responsibility and authority by knowing those 
areas of business outside his immediate circle or influence ... 2 
Whether he likes it or not, when a person 
accepts a position in broadcast management he 
automatically assumes a trust to operate in the 
public interest. It is undoubtedly true that 
some broadcasting executives do not feel any 
sense ot dedication. To them it is just a job 
and is not viewed as an opportunity tor service. 
!Interview with William s. Hedges, October 30, 1957. 
The ~portance ot pre-management training and pre-
management broadcast exposure will be detailed· in Chapter VIII, 
I 
.. Case Studies of the Management Training Squad Trainee ... 
2~. 
=------
I 
I 
I 
In shouldering this responsibility tbe 
£irst obligation in serving the public interest 
is to maintain a solvent operation. Indeed 
broadcasting under the tree enterprise system 
requires a profitable operation as the only 
assurance of keeping both broadcasting free 
and keeping bureaucratic dictation from the 
airwaves. 
The second obligation is to provide 
entertainment and information for the masses 
so that the largest possible audiences may 
be reached and hence will be constantly 
available. 
The third obligation is to devote t~e, 
energy and money to the production and broad-
casting of programs having cultural or educa-
tional value. Such programs have a limited 
appeal but each broadcast has the possibility 
of opening new vistas of thought, imagination 
and intellectual stimulation for many peiple 
who might otherwise have been passed by. 
44 
Public responsibili'ty is more than just a one-sided 
coin, as echoes by Norman Knight, thirty-four year old 
President of The Yankee Network: 
Decision making in broadcasting manage-
ment must .be weighed against numerous pressure 
groups who insist they know what is best for the 
public interest and good. Broadcasting requires 
the kind of courage and fortitude to determine 
what constitutes the greatest tangibl.e good tor 
the greatest number. That is not a commoa 
management commodity in other industries. 
Professor of Business Administration, Kenneth R. 
Andrews, believes that broadcast managers must have those 
special qualifications and makeup required tor happy and 
1correspondence with Mr. Hedges, June 16, 1958. 
2rnterview with Mr. Knight, February 13, 1958. 
I 
I 
I 
contented employment in a fast tempoed indus~ry: 
Because the external and internal pulse 
of the mass media industry often is so completely 
different in its personne1, marketing, selling 
and programming requirements, young managers 
going into these areas must be more awale of 
their abilities and competitive spirit. 
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The challenge of discovering whatever special 
requirements are needed in potential broadcast managers is a 
difficult task and apparen~1y one which the NBC Department 
of Personnel has not been able to overcome in selectivity of 
recruits for the Management Training Squad. Twenty-three per 
cent of a~l Squad graduates who resigned their NBC positions 
did so for the reason of not wanting to ma.lte broadcasting 
their career. In light of other consideration$ for JB aving 
employment, this single factor is extremely hign. 2 
The thirty-three percentile was obtained from the 
research tool of opinion-attitude questionnaires which the 
writer submitted to all graduates of the Management Training 
Squad. Opinion polling techniques together with extensive 
open-end interviewing permits the researcher to more accurately I 
make statements regarding the research in question. 3 
linterview with Mr. Andrews, ~· ~· 
2Program selectivity will be discussed in Chapter VI, I 
.. The NBC Management Training Squad, Part A, Past History and 
Selection. •• 
3More detailed information regarding the opinion-
attitude research and other investigative techniques will be 
.round in Chapter VI, "The NBC Management Training Squad: 
Importance of Opinion Attitude Research and Selection 
Methodology ... I -
4o 
Seventy-two percent of the respondents joined the 
Network because they had a specific interest in broadcasting. 
While this is commendable, it is not advantageous to have 
twenty-eight percent of a Management Training Squad composed 
II 
of dilettantes interested in any kind of a training program, 
mere~y to obtain the experience. Fifty-five pe'rcent of the 
trainees from ~949 through 1958 had never had any broadcasting ! 
or mass media experience prior to their NBC emp~oyment; and 
of the remaining forty-five percent, only twenty percent had 
some mass media or broadcasting experience which could be 
termed professiona~. 
When asked to specify why they had resigned from 
the Network, or tor what reason they would ~eave NBC's emp~oy, 
twenty-three percent of the respondents cheeked, .. After ex-
I posure to the broadcasting industry, there is the . possibi~ity 
'I 
I 
I 
I 
I 
I 
II 
,, 
II 
I 
II 
tha1i I wou.Ld not care to make it a career. •• 
A General Survey of Training Policy in 
the Columbia Broadcasting System 
The need tor manageria~ talent in junior and senior 
executive levels of the Co~umbia Broadcasting System is no 
less acute than at ABC or NBC. Leslie T. Harris, vice 
president and genera~ manager of CBS-TV Fi~ Sa~es, Inc., 
has stated the scarcity of trained men in broadcasting is 
indicated by senior management turnover, a condition most 
II 
I 
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unhealthy for the industry.l 
I Although no formalized junior management training 
Ill 
I 
program has existed in the Columbia Broadcasting System, at 
various periods following World War II, administrators of CBS 
have given thought to such efforts. The company has concluded I 
that the rapidly changing demands of radio television media, 
'I both on an administrative and programming level, woul.d not 
1
1 permit a successful and continuing formalized program. 2 CBS, 
I 
I 
unlike NBC, has no budget allocation for management training. 
In the areas of professional employee services, CBS 
wili normally hire people with experience in other radio or 
television stations or from the theatre, rather than setting 
up formaJ.ized training efforts. 3 However, CBS has not totally I 
11 
'
1 
dynamics in meeting demands of junior executive 1ine poai1;iona. 11 
ignored either in-company training or the principles or group 
Managerial needs of the Columbia Broadcasting System j 
are being met through a highly developed system of merit 
reviews and internal promo'tions, participation in formalized 
out-company training efforts, occasional apprentice training 
for junior administrative positions, mail room and guest 
relation start programs, and the recently organized television 
film sales tra~ng program. 
1 Television Radio Daili, November 16, 1957, p. 1. 
2 Interview with Robert E. Kalaidjian, Director of I Personnel Relations Services, December 19, 1957. 
3correspondence with Mr. Kalaidjian, May 21, 1957. 
l 
I 
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Apprentice Training. Since 1951, the Columbia 
I  Broadcasting System, Inc., has occasionally taken promi,sing 
I 
I 
young men who apply for general business positions within the 
organization and provided them with extensive orienta~ion on 
the company's total operation. Training is partly determined 
by the ciualificat.ions of the individual, with the Personnel 
Department intent on placing him in a position of specific 
departmental responsibility. ~ the Department of Personnel 
has such an informal program, it does not exceed two appren-
tice tra~ees each business year; nor is there any established I 
II 
pattern for one or two men to be entered every twelve months. I 
During 1957 one major departmental area was served by select-
ing a trainee with a professional background in radio 
broadcasting and academic qualifications of a Master of 
Busines~ Administration degree from Harvard University. 
Out-company training efforts. The .Columbia 
Broadcasting System has been more demonstrative regarding 
the value of management seminars and staff line training 
Jl programs than either the National Broadcasting Company or 
I 
I 
II 
the American Broadcasting Company. On three separate occa-
sions since 1950, CBS has sponsored middle and senior 
management seminars, in cooperation with business faculty 
of New York area colleges and universities. The most recent, 
held during the summer months of 1957, explored problems in 
human relations, line supervision, and broadcasting management 
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administration. Twenty-five middle managers met in weekly 
sessions. The Network was the first to utilize the out-compaJ,\ 
·management seminar, and although they have been on a sporadic I 
basis, they have recognized the vitality and importance or 
such management tools • 
. CBS fUrther enjoys the distinction of having care-
fully determined, £rom those in at.tendance, the strong and 
weak points of such management seminars for broadcas~ managers. 
Guest Relations !:.!!! Mail ~ Programs. In all 
three networks page and guide staffs serve the same function 
of conducting tours, manning information centers, ticket 
booths, and audience participation programs. The American 
Broadcasting Company, the Columbia Broadcasting Sys~em and 
the National Broadcasting Company suggest that applicants 
should have a four-year college degree or be in attendance 
at a New York area college or professional school. Their 
entree to broadcasting, so to speak, ·is in a minor department 
function. Their opportunity for the "big break" is determined 
-by the talent which the page or guide may possess in his 
particular calling. 
The mail room function is quite another matter, 
with ABC, CBS and NBC each having cUtterent requirements and 
placing completely opposing emphasis on the opportunity for 
advancement therein. The structure of the American Broad-
casting Company and NBC Mail Room assignments will be 
discussed in their respective sections. 
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Like its broadcasting competitors, CBS employs 
1 numerous young men in mail room functions and as guest 
relations pages and guides. These programs are engaged for 
specific operative functions of the Network and the respective II 
I departments do not operate a training program per se. In 
11 interviewing personnel of the CBS MaiJ. Room, these persons 
I feel they are a part of a training program, in that there 
wha~ is more important is that exists a training situation. 
II CBS is willing to acknowledge that such an attitude exists 
I and the network has provided opportuni~ies accordingly. 
By providing greater elasticity to its small 
operation of mail room "training," one highJ.y placed network 
, executive confided: 
The day to day business of broadcasting 
has no long range planning and such int"ormal 
methods fall tar short of our desire for buiJ.d-
ing administrators. Nonetheless our Mail Room 
efforts help to provide a partial answer for 
manpower recruitment problems. 
CBS has placed few barriers in the path of a Mail 
1 Room "trainee•• who wishes to advance. In effect, the network 
encourages talented new personnel to remain in their assigned 
mail room tasks for a minimum of time. Department heads and 
staff managers fully understand that CBS places considerable 
I
I emphasis on its theory that young men hired in the Mail Room 
are encouraged in quasi training efforts, although it most 
II lrnterview with a senior executive, CBS.-TV, 
December 20, 19o7. Anonymity requested. 
bl 
certainly does not go by any title of Mail Room Training 
Program. Thus when departmental mar~gers are approached for 
I 
••extra-curricu~ar" assignments by mail. room personnel, de-
partmental managers usually comply. when this same potential 
managerial talent requests their superiors and departmental 
managers for assistance in preparing dramatic, news or public 
affairs copy, the request more likely than not, is granted. 
Cooperation and interest further evidences itselr when 
numerous departmental heads spend countless hours proof-
reading submit~ed copy. These important tangibles provide 
high esprit de corps among young men in an informal training 
ll program that officially has no title, and unofficially pro-
vides an entree to junior executive development. 
Carefu~ emp~oyee-management relations and the full 
coopera~ion of network departments have given status to the 
Mail Room emp~oyees or the Columbia Broadcasting System tha~ 
is unique. 
!h!, CBS-'rV Film SaJ.es Training Program. In January, 
1968, to offset acute shortages or trained personnel in 
'I television sales, the Columbia Broadcasting System, Inc., 
I inaugura~ed a national sales training program. CBS Vice 
President Leslie T. Harrs contends that such training will, 
perhaps, retard the trend or raiding sales statts ot key 
personnel. Likewise it may diminish emphasis placed on "job 
l hoppingM from one film sales agent to another. 
1Television Rad:Lo Daily, November 18, 1957, p. 1. 
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Intensive training wil~ be provided in the four 
areas of network broadcasting sa:.Les operations: local. 
programming, co-participating programming, caast originated 
programming, and clearance problems. Sales personnel selected 
by the network for the effort, will be sent to key centers 
throughout the United States following initial training, for 
additional on-the-job exposure providing a more complete 
understanding of community sales and distribution policy 
and problems. 
Although the program may be ~iterally classified as 
an in-company effort, this writer p:.Laces such training policy 
as an outside effort, in that CBS-TV Film Sales, Inc., is a 
separate subsidiary of the parent corporation. In any case 
the television fiLm sales program is most assuredly an 
attempt at formal junior executive training in a highly 
specialized broadcasting function. 
CBS Foundation Inc. The CBS Foundation is a 
- ,_
nonprofit educational and philanthropic agency of the parent 
corporation, serving as a public relations tool within the 
service broadcasting .fields of news, public affairs and 
documentary units. As a specific source of creative and 
managerial talent to the network the Foundation remains a 
mystery. 
The orga..u.ization annualJ.y selects Fellows .for a. 
year's advanced academic study at Columbia University, New 
~ York City, which would contribute most advantageously to a 
II 
broadening and strengthening of background for continued work 
in news and public affairs. Once the Fellow bas been selected, 
there are no administrative controls placed on his research ---
either by CBS or by the University. Eight feJ.lowships were 
offered for the 1968-1959 year. ~e extent to which CBS, 
New York employs Foundation Fe~1ows is unknown. 1 
~ considerations of personnel policy, ~, ~· 
One desire of farsighted corporate administration should be 
I 
to reduce personnel turnover by providing exemplary management 11 
I 
employee relations. Mr. Robert Kalaidjian believes it is of 
the utmost importance for network creative and managerial 
taJ.ent to have a feeling of security, so they may produce at 
both a quantitative and qualitative pace without the feeling 
tba~ tomorrow's paycheck could be their last. The Personnel 
Relations Services Director :further suggests a l.arge broadcast- 1' 
ing organization's personnel department should create the kind 
of internal confidence wherein it is known amongst emp~oyees 
they will be relocated in the company if a project upon which 
they are working is terminated. 
One of the most important tools of maintaining 
employee confidence is through an established merit review 
policy and established systems of interna~ promotion with it 
clearly known that such policy is responsible for rele as1ng 
j a CBS 
~ ].96'1. 
,\ 
lFor detailed ii~ormation as to the requirements of 
Foundation Fellow, see Broadcasting magazine, 4 November, 
p. 37. 
II 
1,1 
II 
I 
poor workers as well as rewarding prospective management 
talent. 
At the Columbia Broadcasting System, merit review 
and internal promotion systems are far more defined than at 
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either or the other two networks; 1n addition, superior 
internal communications at CBS have permi~ted the dissemination 
or such inrormation to an extent where mid4le management, 
especially, is aware of the total career opportunities within 
the corporation. 
The merit review system is operated on a New York 
:I I office corporate level and throughout the owned and operated 
II 
I 
I 
'·I 
I 
I 
stations. A yearly supervisory appraisal .form, .. Columbia 
Broadcasting System, Inc., Executive Salary Review," provides 
the Personna~ Relations Department with some meaningfUl. data. 
Validity o£ the form and the thoroughness to which the 
material is entered by supervisors and later collated by the 
Personnel Department, are questions beyond the scope of this 
section. 
When a job paying less than $8,000 becomes available, 
the network employs the .fOllowing procedure: 
1. A job opening is sent to the Department 
Head by the Employment 0.f£ice. This is 
posted in the department so that any 
eligible employee in the department may 
apply and be interviewed. 
I -
2. I£ no one in the department is qualified 
£or the vacancy, the Employment Office 
refers to a tabulation which lists 
everyone in the company within each 
_\ 
I 
I 
I 
II 
- - -
job claSsification in the order 
or seniority. Employees in lower 
level jobs or the same type of 
work as that of the opening are 
considered first. 
3. If no qualified person is produced 
by this method, pers~ns in allied jobs are eons idered. 
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In such a manner, employees of the Columbia Broad-
11 casting System know promotion begins from within. ..We ~ 
..• 
sure this policy prevails the same as if it were a union 
contract, ·• s ta tea Mr • Kalaidj ian. 2 
Further examination of the CBS executive structure 
will demonstrate the prudence of such a system. There are 
two levels of junior executives: the junior executive .. A" 
classification where salaries range from $7,000 to $13,000; 
junior executive liB._ classifica't;ion with salary ranges from 
$6,400 to $11,000. Financial executive definition, however, 
should not be confused with executive authority or 
responsibility. 
Importance of the fact that some junior executive 
"A11 and "B"' positions are declared available through depart-
mental and network internal communications cannot be over-
stressed as a morale factor and working force in reducing 
personnel turnover of young managers. Some readers may 
1 u Columbia Broadcasting System, Inc., The Company You I 
(New York: Columbia Broadcasting System, 1955), p. 16:--
2Interview with Mr. Kalaidjian, ~· ill· 
~- = ---- ------- --
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rightly contend that a 11,000 to f2,000 salary differentia~ 
is not as signi~ieant as the CBS system might indicate. This 
is a moot point. What remains is that CBS has recognized the 
importance or providing a known method of junior executive 
11 recognition. It is a posi'tiive po1n1i of tact in reducing the 
j turnover of' middl.e management line personnel: a system which 
I both the American Broadcasting Company and NBC have railed to 
structure to their company's needs. 
New employees become aware of the CBS internal 
11 promotion and job class'itication policy by reading an 
1
1 excellently prepared brochure entitled, ~ Gompanz ~Keep. 
1l New personnel are al.so reminded of the internal structure ot 
I CBS and empioyee benefits in the same publication.1 CBS is 
I 
1 the only national television network to orient their new 
empl.oyeea with specifically stated procedure, on internal 
promotions, as opposed to stated . 1ntentions.2 
Still another attempt at better employee relations 
is activity found in the Employee Management Committee, 
designed as a sounding board tor non-union employees and a 
tool of management communications • . The Committee Which meets 
I once every two months considers salary, benefits and grievances. 
Following each session, the Employee Management Committee 
1The Company You Keep, .2£· .ill•, P• 17. 
2The writer examined printed materials of the three 
networks and conducted interviews with personne~ department t executives, co~lating gathered information. 
--------- ---
----- -
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mimeographed publication, .. Tie Line, .. is distributed to point 
out and explain new EMC actions, suggestions and decisions. 
Robert E. Kalaidjian's formu~a for suceesstu~ broad-
cast emp~oyee relations has no special points of distinction 
from the formula which is found in heavy industry. Perhaps 
this is why, in comparison with the National Broadcasting 
company and ABC, CBS appears to have better emp~oyee mora~e 
and ~ess turnover. · His four points are simple: pay well, 
provide job security, seek acceptable an.d challenging job 
assignments for fresh talent, let grievances be known and 
heard. This ia good human relations - a commodity too often 
lacking in the broadcasting industry. 
A General Survey of' Training Polley in 
the American Broadcasting Company 
At no time since the founding of the American Broad-
casting Company in 1944, bas the organization attempted formal 
management training in radio or television operations beyond 
the customary in-company sales training efforts. 
In 1953, the year of its merger with United Paramount 
Theatre Corporation, ABC had only twenty affiliated television 
stations; in :Less than five years this number has grown to 
two hundred and twenty. Likewise in less tban five years the 
company bas had to re-evaluate ita position tor grooming 
young management talent. 
= 
II 
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Manager o~ Emp~oyment for the American Broadcasting 
Company, Jack c. Benson, states: 
In the past, needs of the company were 
served by acquiring specialized personnel from 
other mass media corporations. ABC, of course, 
is st1~~ expanding, but with ~he 1957-1958 
business year, you might say we have passed 
from adolescence to adu~thood. We have reached 
the point where ABC trained men are soon to 
play a dominant rQie in the expanding enterprise.1 
~ ~ Co~~ege Recruitment Program. The Network 
has uti~ized the apprentice concept o£ broadcast training (as 
recently viewed in the Co1umb1a Broadcasting System) with 
intentions ot obtaining greater results rrom a highly eon-
II centrated orientation in a specific area. 
I 
1 Up to 1953, most co~~ege graduates started in the 
I 
I lj Jlail .Room and Guest Rel.ations Department as pages and guides. 
I 
I 
ll 
From that year, a gradual transition occurred. More and more 
frequently, eol~ege graduates were placed in beginner-level 
cl.eriea~ tasks in ad.ministra'tive, programming and service 
departments, rather than Mail Room as~ignments. The page and 
guide entree continued as in the past. Rather than mail 
messengers, college graduate task areas included Rating 
Service Clerk in Research, Assistant Account Representative 
il'l Station Clearance, Desk Assis.tant in lilews and Special 
2 Events, and Sa~es Service Assistant in Sal.es Service. 
1Interview with Mr. Benson, December 20, 1957. 
2correspondertce with Mr. Benson, April 1.6, 1.958. 
I 
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In 1955, various business administrative departments ! 
and the Department o£ Personnel pz-oposed an "apprentice•• type I 
lj trainee program. 
ll 
The internship ~ ~ to be on a rot~tional I 
basis where .. trainees" served a specified period or time in 
more than one area. Rather, ror this new venture, departments 
would try to determine their ~ediate fUture requirements tor 
young managers. 
Through the efforts ot the Director 
or Personnel and with the complete backing 
of the financial vice president, a Manage-
ment Development Program began to evolve. 
The Program was geared to ca.udidates with 
a graduate degree in business and yo~ 
men with some professional experience. 
At this time, ABC officials initiated college re-
quirement letters to familiarize placement officers with 
opportunities tor male graduates in business administration 
and beginning management positions in the Station Relations, 
Sales Service, Research and Special Events departments. 
Recruittment commenced in early 1956 when June graduates and 
seniors from such institutions as Williams College, New York 
I University, Queens College and Rutgers University were brought 
into a quasi junior executive training program of the American 
l, Broadcasting Company. For the past three years, recruitment 
I 
tor Greater New York areas has been in effect because of 
program overhead. 
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~Tainees begin broadcast management careers in a 
department of their choice, learning its tota~ operation. 
lj Once placed 1n this initial position, young men learn by 
I 
I 
I II 
doing, under direction of the supervisor • . The employee 
remains in this position until his abilities warrant promotion I 
to the next level job within the department or to SDother 
department where abilities and interests might be better 
! 
utilized. 
I Short range objectives aa to needs are established 
II with primary emphasis given to training in areas previously 
·I prohibited to those without several years specialized 
l experience: Sales, Sales Administration, Sales Development, 
I Continuity Clearance. Assignments within these departments 
I and related departments include basic clerical work to assure 
I 
j a good foundation for understanding the fUnction and work 
flow. Such assignments last for approximately a year, re-
sulting in fUture titles of Account Executive, spot Sales 
Manager, Presentation Writer, Clearance Editor. 
With auch a departmentalized informal training 
program in force, the American Broadcasting Company reshaped 
its hiring po~icy for all college graduates, seeking depart-
ments ··where specific growth could be predetermined, so that 
the business interests of young men could more carefully be 
allied with the needs of the company. ••1 
linterview with Mr. Benson, ~· !i!• 
r II 
61 
Initial management training efforts were considered 
!I 1 a success and in 1957 and ~9oS, addi~ional short and long 
I 
range personnel objectives began to crystallize with resulting II 
concentration in Financial and Marketing management needs. 
Coincident with these plans, screening or personnel within 
the Network tor the Program occurred first. Secondly, campus 
visits were inaugurated at various business schools to recruit 
candidates. 
~!!,!!Messenger !:!!!! Guest Relations Programs. 
In the American Broadcasting Company mail room and guest 
relations services provide the same entree to employment and 
the "big break" as observed in CBS activities. 
The Department or Personnel has specifically defined II 
I 
the task assignments ot Guest Relations to an extent where it 
is generally recognized that men and women desiring employment 
in this area are likely as not interested in the creative 
talent and production aspects ot broadcasting. 
Due to the paucity or openings and 
extreme competition tor more advanced assign-
ments in Programming and Production, many 
college graduates interested in these areas 
are willing to accept positions as Pages and 
Guides in Guest Relations. This enables them 
to have .. one toot .. in the door with the imme-
diate prospect ot _working in the studio 
observing production techniques, and obtaining 
contacts who would be ot assistance to them in 
consideration ot future openings in produetion. 1 
1correspondence with Mr. Benson, ~· s1!· 
I 
!I 
'I 
I 
I 
I 
' 
' 
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Mr. Benson believes such an attitude preserves .. f'ace" 
-f'or both parties: ~here is little misunderstanding on the 
part of' the network as to !Ez the person desired employment, 
and little animosity on the part of an employee who is well 
aware he . is not competing against management .. trainees.•• In 
effect this is a radical departure f'rom personnel policy 
affecting the dif'ferentiation of Guest Relations and Mail 
Room employees in the Columbia Broadcasting System and NBC, 
1 who are not hired wi~h the stated intentions of being only 
I iuteresced in the creative arts of' programming. 
I
I 
Furtner re-evaluation of ABC personnel procedures 
involving potential junior executives is evidenced in the 
mail room facilities where, until late 1953, this department 
was staffed mainly with college and programming oriented 
personnel. Opportunities in the ABC Mail Room and Messenger 
Service were originally designed to provide these persons 
with a thorough background on the enigmatic strue~ure of' 
I· national broadcasting. Although daily interdepartmental. 
I' 
I 
visits and Jmowledge of' programming and personnel complexities II 
~ght well equip the mail messenger to obserTe, this does not I 
II necessarily mean he comprehends or grasps the necessities of 
I administration. Because of' this realization, the Department 
of Personnel now discourages young men with col.lege degrees 
from joining the mail room staffs, if' they are interested in 
broadcasting management. With the Mail Messenger service no• 
de-emphasized, persom1e1 w1 th junior management interests are 
hired directly £or specialized departmental t .raining rather 
than a meaningl.ess observation period in the Mai~ Room 
, Department. 
Many young people seeking employment in 
the radio and television industry have an 
isolated outlook ae to what the business re-
quirements o£ running a network are. With a 
new emphasis in emp~oyment procedure o£ college 
graduates, the American Broadcasting Company 
attempts to •~iminate many misconceptions as 
to the extent o£ departmental diversi£ication 
by providing on-the-job orientation within one 
area o£ network structure.! ' 
In all intorma~ training e££orts o£ the company: 
the college recruited ••apprenti.ce, •• the Guest Relations Sta££, 
the Mail Room Messenger Sta££, and departmentaJ.ized junior 
1 management orientation for co~J.ege graduates, merit ratings 
I 
~, 
I 
are provided on such employees at a three, nine and eighteen 
month per.iod. 
These ratings are reviewed with the employee to 
£oJ.J.ow the empJ.oyee•a interests as they devel.op through 
experience and to direct and redirect abilities accordingly. 
For those potential and newly hired employees, ABC 
has prepared an excell.eDt book1et o£ thirty-£ive pages, out-
lining the programming, engineering, sales and services 
divisions o£ the network. ~ Future ~ American 
Broadcasting Company thought£Ully examines one hundred and 
1Interview with Mr. Benson, ~· ~· 
tourteen beginning positions, intermediate responsibilities 
and junior executive categories.~ 
64 
American Broadcasting Company internaJ. promotion 
regu1ations, because ot unusual growth opportunities in 
near~y. every department, are not as defined as CBS or NBC. 2 
within the junior executive beginner and intermediate 
categories and departmentaJ. assistant supervisors and super-
visor, salaries range from 15,000 to f8,500; departmental 
assistant managers and managers f'rom 17,200 to 111,000. 
1Ameriean Broadcasting Company, Your Future with 
American Broadcasting Company, {New York: ABC, 19S6 ). -
2 Interviews with personnel executives trom ABC, 
CBS and NBC, 2E,. .ill• 
CHAPTEli. III 
NBC CORPORATE STRUCTURE AND 
EXECUTIVE RELATIONSHIPS 
Executive Structure of the National. 
Broadcasting Company 
The National Broadcasting Company is an organization 
with nearly o,Ooo full time employees. As we have previously 
observed, it is a wholly owned "service" of the Radio 
Corporation of America. For trainees entering NBC via both 
formal and informal training programs, the vastness and 
complexity of staff-line levels of authority, the relations 
of senior executives and junior executive functions, prove 
of no particular concern, for this scope of business under-
standing appears to be beyond the realm .or a trainee's 
1 immediate comprehension. 
~ executive chain 2£ command. Robert w. Sarnoff 
at age thirty-seven, became president of the National Broad-
casting Company during the winter months of 1955, following 
predecessor Sylvester L. weaver, Jr., who held the position 
from the latter part of 195~. From 1949 to 1955, a period 
of seven years, NBC had five presidents. 
1The writer has reached this conclusion following 
open-end interviewing with fifteen graduates of the Management 
Training Squad, and ten interviews with members of the Page 
and Guide Staffs. 
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During the weaver administration, the NaU onal 
Broadcasting Company had fallen into a second place network, 
outstripped in available talent, show popularity, total 
billings and junior-senior management by its arch rival, CBS. 
11 Some :fourteen months later, President Sarnoff had taken 
command to such an extent that NBC, now radically reorganized, 
was once again in a competitive posit1on.1 
In 1958, the National Broadcasting is a complex or 
two networks, one supplying programs and coordinating shu:f'.f'l.ed 
yearly schedules to two hundred eight local television 
affiliated stations, and nearly two hundred local radio 
stations; the other operating seven owned television and 
five radio stat.ions. 
To permit better management control. or such a vast 
enterprise, President Sarnoff formed an executive council.. 
1j The group meets once each week, providing a management pool 
of' detailed information on the five major corporate divisions, 
four or which are headed by executive vice presidents. Two 
staff vice presidents further aid liaison efforts between the 
executive council and remaining vice presidential. eore. 
The five basic divisions of the National Broadcast-
ing Company include Administration, Corporate Relations, 
I Operations, Public Relations, and Television Network Program 
II 
1\ lFor a unique survey of' Mr. Sarnoff •s operations 
1 versus Mr. Weaver's, see the Feb. 16, 1957 publication, Business ~. p. 90. 
I 
1 and Sales. The Radio Network, organized under the Operations 
!I 
Division, although not a separate unit, is treated as such 
under NBC operational tables: N13C Radio provides both its 
own ~ine and staff personnel and draws from other network 
divisions. 
Following is a survey of NBC organization on its 
highest level, designed by the writer to show the senior 
executive "horizo~tal" communications flow. 
Executive Division. 
l President 
1 Vice President 
1 Executive Vice President 
Administrative Division. 
1 Executive Vice President 
1. Control~er Department 
1 Controller 
2. Engineering and Facilities Administration 
1 Vice President 
l Chief Engineer 
1 Director of Administration 
3. Law Department 
1 Vice President 
4. Personnel Department 
1 Vice President 
1 Director o:t Personnel 
6. Talent Administration 
1 Vice President 
1 Director 
6. Treasurer.' a Department 
l Vice President 
1 Director (Assistant Treasurer) 
Corporate Relations Division. 
1 Executive Vice President 
1. Plarming and Research Department 
l Vice President 
2 Directors 
2. Station Relations Department 
~ Vice Presidents 
1 Direetor 
Operations Division. 
1 Executive Vice President 
1. NBC International, Ltd. 
l. Board Chairman 
l President 
~. Facilities Operations Department 
l Vice President 
l Director 
3. Production Department 
2 Directors 
4. rilm Operations Department 
3 · Managers 
5. Te~hnical Operations Department 
1 Administrator 
2 Managers · 
6. Production Operations Department 
2 Managers 
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7. Studio and Theatre Operations Department 
1 Manager 
8. Studio and Theatre Planning Department 
1 Director 
9. Design, Art and Scenic Production Dept. 
3 :Managers 
10. General Services Department 
1 Vice President 
Public Relations Division. 
1 Vice President 
1. Continuity Acceptance Department 
l. Director 
l Manager 
~. Na~ional Advertising and Promotion Dept. 
2 Directors 
4 Managers 
3. Press and Publicity Department 
l. Vice President 
3 Directors 
Television Network Programs !e! Sales Division. 
1 Executive Vice President 
2 Vice President 
1. News Department 
1 Vice President 
2. Sports Department 
1 Director 
3. Public Aftairs Department 
1 Director 
II 
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•I 
il 
4. TV N·etwork Programs 
l Vice President 
5. 'YV Daytime Programs 
l Director 
~ Managers 
6. TV Nighttime Programs 
l Vice President 
4 Directors 
7. Music Department 
l Director 
8. Specia~ Projects Department 
l Director 
9. Television Network ~ales Department 
4 Vice Presidents 
2 Directors 
~ Owned ~ Operated Spot Sales Division 
1 Vice President 
4 Directors 
l. NBC Spot Sa~ea »apartment 
4 Directors 
2 • .NBC Owned and Operated Stations 
5 Vice Presidents 
Radio Network Division 
3 Vice Presidents 
5 Directors 
Pacific Division 
4 Vice Presidents 
4 Directors 
'I 
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Washington, D.c. Executive Offices 
1 Vice President 
California National Productions, .!!!£.• CNP, the 
wholly owned film producing and distributing agency, although 
. I 
a subsidiary, is nearly autonomous, having its own executive, 
staff and line personnel. Its relationships to the National 
Broadcasting Company do not :Limit CNP products being shown 
on~y on NBC programs or stations. Operations of California 
National Productions include the film producing division; the 
Victory Program Division, which acts as the group re-selling 
older CNP programs; the NBC Opera Theatre; and CALNATRON, a 
unique operation which provides special film and industrial 
reels by utilizing both the television kinescope process and 
standard film s toek. 
Fiagro, ~· This independent production undt in 
which the National Broadcasting Company owns fifty percent, 
allies itself with NBC via interlocking directorates. For 
the 1957-1958 season, the interlocking officers were as 
follows: (1) three NBC vice presidents serve as executive 
vice presidents :for Fiagro, (2) one NBC vice president and 11 
treasurer serves as the Fiagro treasurer. 
The company has a policy of' investing in the New 
York theatre, both musical and drama ('"Square Root of wonder-
ful .. ), and Hollywood feature filmS ("The Quiet American"). 
Joseph L. Mankiewicz, the President of' Fiagro, serves as its 
~ major producer-director. 
~ Recorded Program Services. One example or 
direct intra-oorpora~e competition is the activity or RCA 
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I Recorded Program Services. (a subsidiary ot the Radio Corpora-
tion of America), working against California National 
Productions (a subsidiary of the National Broadcasting 
Company, viz. of 'RCA). RCA-HPS provides television stations 
with single feature films and Hollywood ti~ packages. These 
RPS activities prove o.f no direct competition to CNP. 
1
1 
However, the t :elevision fiJ.m packaging unit of this 
II group does vie with California National Productions. 
II 
II 
II 
I 
I 
I 
I 
I 
I 
I 
I 
The 
Recorded Program catalogue included a ••ono shot .. Christmas 
spectacu~ar, "The Little Match Girl;" and four teLevision 
., 
i'ilmed series, includi:ng '"Town and Country Time," the Jimmy 
Dean show; .. The world Around Us; " •• The Sam Snead Show;" and 
Foy Willing and the Riders of the Purple Sage." 
In the broadcast industry, economic demands require 
I 
that executive functions and responsibilities will vary many 
times each year.1 If such drastic and constant executive 
reorganization is due either to fluctuating business demands 
or poor management, is a question which warraats fUrther 
business research. 
A Harbridge House management consultant observed, 
.. we have found that broadcast managers often use the excuse 
1A six month, twenty-four issue survey of Broadcast-
ing magazine, during any period from 1950 to 1968 will verity 
this. 
of being in the entertainment industry as the apparent and 
underlying reason for poor management.Ml 
"' It is interesting to note that nationa~ radio and 
te~evision professional directories being pub~ished within 
the same period do not agree as to areas ot responsibility, 
job titles, or persons in executive job assignments in the 
Nationa~ Broadcasting Company.2 
With a working unit of forty-one vice presidents 
in a company of 6,000 employees, there are forces to be 
considered beyond any exterior observations. Not a~~ vice 
presidents are equal in authority, responsibility, or salary. 
There are vice presidents of the National Broadcasting Company 
who have been former presidents of their own corporations. 
Although it is not generally admitted, · each executive graduall.y 1 
makes his own assignment within a ~arge corporate structure. 
As vice presidents and departmental directors (and 
in some cases departmental managers) attempt to acquire a 
I loyal internal. foll.owing, the process ot communications becomes 
I 
II 
I 
I 
I 
I 
even more difficult. Not only is there hardship in gearing a 
message to horizontal. and vertical flow, but there is great 
difficul.ty in grappling with the problem of gearing messages 
to already deaf ears. 
l.rnterview with a management development specialist, 
Harbridge House, November ~8, 1957. Anonymity requested. The 
Boston consultant 1'1rm has been retained by NBC and RCA. 
2see the fo~lowing publications in this regard: The ~ . llj working Press 2f the Nation, International Television A1manac, 
_ __ ] and the Broadcasting Telecasting Yearbook. 
II 
1 One vice president in the Operations Division 
II commented, "CBS appears better organized because of their 
1 executive attitudes in working on the mani£o~d problems o£ 
human relations.~~ Yet, when this same vice president was 
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I 
asked to comment on the value o£ the NBC Management Training I 
Squad, he was conf'used as to the meaning o£ .. human relations: .. II 
I have nothing to do with the S~ad. 
It appears obvious that our Personnel Depart-
ment cannot meet internal problems with non-
union employees, so I suspect their handling 
or management trainees would also be taUlty. 
My · department managers also agree with this.2 
II The vice president 1 s department managers did not 
I agree. Yet they were torced to give trainees a "cold shouJ.der..JI 
I only because their vice president wouJ.d look with displeasure - 11 
on their complete cooperation. These Operations Division 
managers were o£ the opinion that considerable respect was 
lost for the above mentioned executive when his policies were 
neither logically rounded nor clearly thought out, and 
improperly communicated. 
Senior Management Advancement and 
Some Misconceptions Regarding 
Internal Promotions 
On$ im~ortant point reoccurring in depth interviews 
with eight Squad graduates in the network and seven other 
1Interview with a vice president, Operatioi~ 
Division, October 2i), 1957. Anonymity requested. 
2~. 
7o 
junior managers, shoUld be clariried. These fifteen midd~e 
management personnel, representing ~ dif~erent areas of 
network operation, were concerned with internal advancement of 
both junior and senior management, but especially of senior 
management. 
The disc~ntent is to be found in two areas: (a) 
1 middle managers believe numerous "outside" personnel are 
II brought into NBC vice presidentiai and dePartment~ director 
I ranks and (b). when ·~ outsiders·: move into new jobs, they often 
II bring in their personal. starts without regard for the vast 
I ta~ent which aJ.ready exists in the department. 
~ misconceptions regarding advancement 2£_ senior 
management personnel. Fifty-seven percent of the Management 
Training Squad popu~ation believes, "it is evident from senior 
1
1 
management personnel changes that NBC does not promote from 
\
1 
within.••l such misthinking can be attributed to a JJa. ck of 
I 
organized internal co.mmunications and failure of proper 
authority to outguess basic human relations problems in group 
workers. One o:r the .. outside .. groups thought to be moving 
.... 
into vice president and directoria~ positions are RCA execu-
1 tives. Such a belie:f appears to be widespread throughout the 
National Broadcasting Company :for the fo~lowing reasons. 
1Further detai~s regarding &quad attitudes of 
I personnel policy as affects turnover will be discussed in Chapter VII, wcase Studies of the Management Training Squad." 
1. There is an ever increasing awareness 
that NBC is a "service" of the parent 
company. 
2. Departmental managers and supervisors 
in knowing one or two instances where 
HCA executives have become allied with 
NBC, have a general tendency to apply 
this consideration throughout the 
overall company. 
3. There is increasing belief that RCA 
personnel, promotion, bene:t'it, and 
business operational policy is being 
rorced upon NBC employees. 
4. Junior management is orten confused 
as to who is responsible :t'or new 
planning and development programs, 
and executive grooming sessions, 
preferring to belieye it is the 
parent corporation.l 
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The belie:!' that outside managers from other areas 
of mass media co~cations are being brought into the 
Nationa~ Broadcasting Company, in senior executive capacities, 
is more readily substantiated. 
1. With the gradual withdrawal of 
Sylvester weaver's vice presiden-
tial staff .from the network, 
President Sarno:t'f "bought up" 
:t'resh management t .alent when 
it was not available within 
company ranks. This occurred 
from December, 1966 through mid-
summer, 1966. 
2. Robert Kintner vacated the 
presidency of the American 
Broadcasting Company in October, 
1.956 and was asked to NBC in the 
l.These tour reasons were suggested by the greatest 
number of NBC-employed and NBC-nonemployed interviewed 
respondents. 
capacity o:f an executiYe vice 
president. By January, 1967, 
three vice presidents o:f ABC 
joined Mr. Kintner at NBC. 
3. As shown in Broadcasting and 
aadio Television Daily, from 
January, 195'7 through March, 
19b8, a variety o:f vice pres-
idents entered the network from 
non-NBC sources. 
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Interviewed respondents suggested that instances 
where senior executives coming into the network have selected 
their staffs :from within their division o~ department are :few. 
This f'act is o:f :far greater importance and concern to ¢ddle 
managers and graduates o:f the Management Training Squad than 
the idea o:f outside talent. One notable exception, and one 
to which all fifteen managers expressed enthusiasm, concerns 
a :former vice president o:f the American Broadcasting Company, 
who when joining the vice presidential. ranks of NBC was given 
the option o:f bringing 1n his own staff, and dec11ned. His 
:five assistants were selected after a carefUl analysis ot 
existing management talent within his department. 
Trends !a ~ advancement ~ senior management 
i!rsonnel. The :final point o:f consideration is the widespread 
belief that few internal promotions occur on a senior executive 
level within the network. This is not true. 
---- - - _..__, 
The National Broadcasting Company, accused of 
paying only "lip service" to internal promotion policy on 
an executive level in past years, has re-evaluated this 
~====~====---
I 
I 
II 
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I 
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important mora~e and management factor. During 1967, 
thirty-nine vice presidents were on the pay roll of the 
National Broadcasting Company; tor the period ending April, 
1968, forty-one vice presidents were employed. In 1967, the 
services of six vice presidential starr members were termi-
nated; of this number, three vice presidentia~ positions of 
advertising, theatrical department, and the generalized 
position ot television network sales were eliminated. 
In one year, rrom April, l9b7 to April, 1968, the 
network created six new vice presidential positions, while 
tive other vice presidentia~ positions had been vacated or 
reassigned. Thus within a business year, eleven new vice 
president positions have been tilled. Ot the eleven NBC 
vice presidential changes, eight ~ internal promotions. 
Two new vice president assignments were made tor the same 
period 1n California National Productions; ot these, one 
was internal. 
\I 
I 
New vice president posi~ions include: (1) personnel, I 
I 
(2) business affairs, (3) a second vice president, station 
relations, (4) color television coordinator, (5) sales 
planning, and (6) WANB, WNBC-TV, owned and operated stations, 
New Britain, Co~.l New persozmel in established vice 
president positions included: (l) television network 
1Business Affairs, TV Network Sales and Programs. 
I 
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programs, (2) television network programs, Pacific Division, 
(3) treasurer, (4) news and public affairs, and (~) operations. 
Late in 19o7 and early 1n 19o8, senior executive 
internal promotions have witnessed the following changes: 
1. Director of Sales Planning 
to 
Vice President, Sales Planning. 
2. President, CNP 
to 
Vice President, TV Network Programs, Pacific. 
3. Director of Personnel 
to 
Vice President, Personnel. 
4. Director, News 
to 
Vice President, News and Public Affairs. 
5. Controller 
to 
Vice President and Treasurer. 
6. Vice President, International 
to 
Board Chairman, International. 
7. Vice President and Treasurer 
to 
President, CNP. 
8. :National Sales Manager, C.WP 
to 
Vice President, Sales, QNP. 
9. Manager, Eastern Sales, Radio Network 
to 
National Sales Manager, Radio. 
10. Manager, Personnel 
to 
Director, Personnel. 
11. Manager, NBC News 
to 
Director, News. 
12. Assistant Controller 
to 
Controller. 
These are but a dozen, more could be named. I£ 
research were done in the internal promotions o£ middle and 
senior management personnel combined, this writer bel.ieves 
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the results would be most encouraging. NBC as.sumes that 
middle management along the line level is aware o£ the trend. 
Communication/ has, however, :f'ailed. 
~ -
I 
li 
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CHA.PTEH IV 
INFORMAL MAIQGEME.NT TRA.INI.NG ACTIVITIES OF THE 
NATIONAL. BROADCASTING COMPANY 
NBC Mail Room Services 
In the Nationa~ Broadcasting Company Mail Room, 
personnel are hired for specific assignments either on a full 
time or part time basis. They do not engage . . in any formalized 
training discipline and, as in the CBS and ABC Mail Room, the 
word training is not used. 
The mail room services fall under the Operations 
Division, General Services Department. The company agent 
responsible for this service area is the Supervisor, Mail 
Messenger Department. 
Mail messengers sort and distribute all incoming 
and outgoing mail and perform errands inside and outside the 
I Network. In 1954, the Mail Messenger Staff was made up of 
twenty-five persons; in April, 1958, this staff bad been 
increased to forty-five. 
Because of lOW weekly salary and menial tasks, the 
potential employee interested in joining the messenger staff 
must be aware of an opportunity for service and recognition 
greater than salary considerations. Prior to 1957, young men 
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what is especially attractive in the mail messenger service, 
is that young men doing such work ·have need to visit each 
week virtually all departments, offices and studios in the 
network organization throughout New York City. Because o£ 
this factor, the mail messenger becomes more akin to the 
intimacies o£ job hunting within his own company and acquires 
a greater circle o£ personal contacts, than does the Guest 
Relations page or guide. 
Nonetheless, prior to 1957, the rate of turnover 
for mail messengers was high in comparison with their ability 
to relocate themselves in another network spec1alty. 1 The 
everyday business d•mands and efficiency required from mail 
room employees were exceeding the ratio of qualified college 
degree and nondegree candidates apJ?lying for jobs.2 
1Interview with A. Vec:chione, Supervisor Mail 
Messenger Department, March 28, 1958. 
2Ibid. 
L~ 
Promotion f22i Program. In October, 1957, a new 
program was begun in the mail messenger service. It provides 
a promotion pool o£ potential managers interested in both 
creative and business administration. The program, de:signed 
1\ by the Supervisor o:r Mail Messenger Department and the Manager 
I o:r General O:f:fice Services, was engineered with two points in 
1 mind: (a) to show departmental managers and supervisors 
II throughout the network that excellent young management talent 
j can be made available to the company through the entree o:r 
mail messenger duties, and (b) to entice quali:fied men to 
I choose the mai~ messenger sta:r:r as their :first job in the 
11 National Broadcasting Company. 
During the :first quarter o:r 19ti8, twenty mail 
messenger employees were in the promotion pool o:r the 
1 Department. 
To be considered a "promo pool" employee, the 
individual must have a college or pro:res~ional-technical 
degree, be engaged in a fUllttme mail room position, and pass 
- ' . 
the personality, p~oductivity and efficiency standards -estab-
lished by the mail Supervisor. The twenty promotion pool men 
work _under the same conditions as their twenty-rive non-
promotion pool colleagues. 
Every ·six weeks the twenty candidates are rated. 
according to potential junior management criterions, estab-
1\ r"ished in cooperation with the Mail Room Supervisor and the 
= 
I 
HBC Department of Personnel Manager of Training. Standards 
include education, experience in the mail room, judgment, 
quality o£ work, quantity o£ work, attitudes and job 
seniority. 
For these seven rating factors, twenty-eight 
specif'ic considerations determine the individual's six week 
progress. 1 In addition, · there are personal conferences 
between the employee in the promotion pool staf'f and his 
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' superiors, to permit a total and complete understanding of 
rating influences and relationships on the scoring. Once 
every three months, a conference is held with the total 
promotion pool staff', to provide new men entering the mail 
room, as well as older employees, an orientation on current 
developments as would af'fect their advancement and job place-
The highest rates individual in every six week 
period is given his choice of' available departmental assign-
ments f'or the next six to twelve week period. It is at this 
point where considerable business aavoir £aire must be exer..; 
cised by the mail room supervisor. The supervisor, together 
with the NBC Manager of Training, literally search out 
administrative and programming executives, persuading these 
persons to accept selected individuals from the promotion pool, 
and guarantee as nearly as possible that the -mail messenger 
1 Ibid. 
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successful candidate will permit others to be placed on 
~~ assignment in the same area. 
secured :ror h1msel:r the s'ingle most important item o:r arrang-
In a~l probabi~ity he has 
ing a better foothold: the chance to prove his value in an 
assignment beyond the beginner ~evel. 
In seven montha of operation, this program has 
placed men 1n te~evision sales service, radio operations, 
radio production, the NBC Opera Theatre, "Tonight•• television 
program, and "Nightline'" radio service.1 
It must be realized that the success of this in-
forma~ t~aining approach, in part, can be attributed to proper 
authority having placed enough coni."idence in the careful II 
i initial selection o£ promotion pool personnel, plus realization 
II that exceptional young men ~ sent out on assignment. 
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The non-promotion poo~. The non-promotion pool or 
mail mes~engers is made up or high school graduates and 
students working their way through college or professional 
schoo:Ls. They ·are . empJ.oyed on either a full time OX' part ti.n'B 
\ basis. The relationships of the promotional versus non-
I promotional pool employee is clear:Ly established and defined 
to entering messengers. 
Mail room personnel are not restric~ed or hindered 
in their personal ability to establish firmer re:Lat1onsbips 
I with network personnel because of "poolii status. Likewise, 
I interna~ departmental promotion in the ~ail room is not 
\ affected by "pool" status. Department promotions, being five-
~ 
l fold, are based only on total departmental competition. The 
11 possibilities for advancement include: 
II 
I 
I 
5. Mail Messenger 
4. Ma.iJ. Clerk 
3. Senior Mail Clerk 
2.. Junior Supervisor 
1. Senior Supervisor 
I Company j 
The Personnel Manual of the National Broadcasting 
provides that a mail messenger cannot be 1n the 
, network emplGy for a term beyond one year. Although it is not 
admitted, such a personnel restriction, in effect, forces a 
quasi-training period on the individual and the depar~ent. 
II This is no hardship, for nearly all personnel obtain a depart-
;1 menta:~. promotion before the stipruated date of expiration. 
1\ Thereafter employees . can remain as long as their services 
~ prove satisra!to~. 
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In the opinion of' the writer, there has been 
foresight in handling the human relation problems or the 
~-r 
promotable and non-promotable group worker. Each understands 
the other's position, with the result that morale is high 
and there appears to be very little employee ~gitation 
between the two groups. 
NBC Guest Relations Page and Guide 
Starts 
The Guest Relations page and guide starr or the 
National Broadcasting Company was established in early 1935, 
shortly after the corporation moved into llockefell.er Plaza 
I of'tices. The program was administered in nearly the same 
II manner during that period as today.1 As in aJ.l. network 
1 
operations, Guest Rel.ations suffered f'rom a laCk o~ personnel. 
1 during World war II, and tbe few men working as pages and 
guides round exceedingly rapid advancement within the Guest 
Relations Depar~ent and the network 1n general.~ 
The only occasion when women were permitted to act 
as pages occurred trom 1.942 through 1945. Today women serve 
only as guides f'or •Be and Rockefeller tours. 
Of' particular interest to entering young men and 
women is the fact that numerous network junior executives 
1Interview with Thomas Tart, Business Manager, Plant 
II Operations, Television J.lfetwork Division, .March 28, 1968. 
2Interview with Richard. A. &:elly, Senior Unit 
I Manager, Television ~etwork Division, December 18, 1957. 
~ 
I 
as 
lj and senior executives are former employees of the Guest 
I 
Relations Department. .Notable persons in publi_c lit'e, broad-
casting and the entertainment industry who have begun their 
business careers with the ~BC Guest Relations services include 
Dave Garroway, television entrepreneur; Dick Haymes, recording 
artist;; Hol.lywood artist and singer, Gordon J4a.cRae; ttobert E. 
! Eastman, former President of the American Broadcasting MetworK; 
'I 
William F. Fairb&.n..Ks, ttational Sales Manager, NSC; Donald 
Nercer, Director, ~tation Relations, NBC; and ~homas McFaddeo, 
i Direc;tor, NBC spot S&les. 
A line function, Guest ~elations serves under the 
Administration Division with the Manager, Guest Relations 
having jurisdiction over . page and guide staffa. 
II Turnover and selection ~ employees. Neither pages 
II nor guides are required to have formal education beyond the 
II high school level and the educa.tional. qualifications of 
11 individual applicants are in competition onl.y amongst other 
:1 candidates for job avail.ability. with a yearly turnover of 
I tihree hundred pages and guide a, there is a very real. problem 
in proper selection of employees to maintain high standards 
1n the department.1 I 
Supplementing the standard Personnel Department forma,l 
I 
1 Guest Relations Personnel Form 1035 provides departmental 
~ . . . 
I 
lrnterview with Peter M. 'fintl.e, Manager, Guest 
Relations, December ~0, 1957. 
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·ini"ormat;ion as to tlimmediate" and ••eventua~ 11 job placement, 
~ ~ ~ 
as well as "present .. and "intended.11 qualifications :tor such 
""' ' job placement. Under its present administration, the depart-
ment invites all writers of employment query ~etters to an 
interview. .Dio mimeographed l.etters, printed forms or 
opportunitiy :folders are used.l 
With the ratio o:t an average one hundred and twelve 
page and guide employees during any one given period, to the 
three hundred man turnover force, three persons may occupy 
the same posit;ion each year. ~BC pages and guides, while on 
duty, wear their uniform of ot'.tice, and this .. oneness" often 
· creates displeasure with executives of the network when their 
:tails to recognize them. Although executives are aware o.t 
such a turnover, they are not openly conscious of such a 
condition, forgetting that although the uniform does not 
j change and the assigned duty station remains · the same, the 
• 
II 
individual may be a new or reassigned emp1oyee. 2 
Open-end interviewing of page and guide respondents 
permits placing them in three separate and distinct areas of 
professional intent: (1) those staff' members interested onl.y 
in the mass media performing arts of drama, comedy, song or 
1correspondenee with Mr. Tintl~, August o, 1957. 
2Intervi.ew with Mr. Ti.ntle, !Jl• ill• 
. !I 
II 
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dance, (2) those star£ members origina:Lly interested in the 
performing arts but who now realize they are not talented 
enough to DEl et competition, as well. as starr members onl:r 
interested in the productional. arts or directing, unit 
managing and producing, (3) those staf'f' members whose interest 
is the business-management and administration of' mass media.1 
~ ~ Page Staf':t. Pages at the National Broad-
casting Company meet &ld greet guests at all. radio and 
te~evision broadcasts, they col.l.ect tickets and see that 
audiences are seated before broadcasts begin, and act as 
studio f'l.oor inf'ormation receptionists and ushers. Page 
employment, open to mal.e applicants with a high school dipJ.oma,
11 
represents the first line o:t NBC public relations to visiting 
guests and network clients. The tenure of employment as 
provided by Personnel Department regulations, does not exceed 
eighteen months. 
Pages are oriented to their new employment ~hrough 
intormaJ. tal..ks from their supervisors and through assigned 
readings in the ~ Page Manual. GeneraJ.ly speaking, the 
I manual. is a well written, detailed document of' What to do 
" 
and how. 
Keeping in mind that the total number or pages and 
I guides is f'ar in excess ot mail messengers and that the ratio 
II 
il 
l 
l 
lProf'essionaJ. occupational areas of' these persons 
extends beyond radio and television into other mass media 
categories: f'ilms, advertising agency work, taJ.ent agency 
employment, and the theatre. · 
I' 
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'l or turnOver provides excessive mora:Le and personnel problems, 
I the starr breakdown of authority and responsibility £or page 
jl duties is naturally more complex. Hank positions to be 
1
1 obtained in page work provides impetus £or employee advance-
, ment; .un11ke Mail ~oom Services, however, there is no formal 
I or organizational distinction between "trainee" groups. 
.I '• A lm 1!!!!, .2£ Temporarz Sta£1" page 
wears a red braid. The Part Time page works 
a given nttmber or hours each week; tbe Tem-
porary Staff page works forty hours per week 
on the Day or Night starr. 
The Daz ~ Night Starr page wears a 
blue braid. He works either nine to five 
during the day, or five to midnight. He is 
occasionally assigned as Acting Key Man 
either on a studio floor reception desk 
or at a theatre. 
The Gold Braid. Ke7 Man is part of an 
"elite corps" or day and or:ftight starr mem-
bers. He is .assigned special projects such 
as show premiers, closed circuit viewings, 
executive banquets, stockholders meetings, 
important elections, etc. In the absence or 
a Key Man, the gold braid page is always 1n 
charge of blue and red braiders on duty with 
him. The gold braid page o~ten is assigned 
the position of Acting Key M~l at both re-
ception desks and theatres. As well as the 
gold braid, this man wears a key emblem on 
his left sleeve. 
~ w14ite Braid Key !!!;!! is permanently 
assigned. at a reception desk. The white 
Braid Aey Man wears the key emblem on his 
left sleeve and his dttties over and above 
the regular page are numerous.l 
White Braid Key Men have reached the supervisory 
\I 
level in that there are definite responsibilities 
libid., P• ~8. 
or managemeni> _] 
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£or this group or employees. Their duties include assigning 
I II posts and relief periods, appearance and conduct of pages in 
his command, liaison coordinator between pages and Reception 
Division supervisors, and aiding the Page Trainer in familiar-
izing ·•trainees" with particUlar duties. 
Under such a three sta£r system, it is impossible 
£or pages not to assume some personal initiative. Likewise, 
it is .fully important for pages to know where they stand in 
relation to others in the group. Each individual is assigned 
a seniority number corresponding to the date he joined the 
page stat£, as well as a merit number determined through 
monthly supervisory reportage. To determine a careful merit 
analysis, the individual's progress is determined by both 
his Key Man and Supervisor. 
With page assignments at Rockefeller Plaza and 
theatre television studios throughout the city, young men 
have an opportunity to advance thirteen rank positions 
ranging from ticket taker to Page Director. 
Pages high on the merit list become eligible £or 
.. keyu positions and ror jobs within other network areas. In 
such a manner they come to the attention or the Personnel 
Department and network management, for future consideration 
in job placement beyond the beginner level. 
!a!,~ guide starr. Guides or the National 
Broadcasting Company conduct radio and television studio 
II 
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I 
and facility tours, escort tour guests and specia~ guests of 
the National Broadcasting Company on a directed route tour 
through studio quarters of NBC, Rockefeller Center. Employed II 
on a part time and i'Ull time basis, guides are subject to the 1 
I 
same merit review systems and have equal opportunities for 1 
advancement as previously explored with the page staff. Guide 11 
employment is open to male and female applicants with a high 
1 school diploma. 
'I 
'I 
tl 
Activi1iies include touring radio, television, and 
studio facilities, Monitor's Radio Centra~, RCA-!~ color 
television displays and Bell Telephone exhibits. 
The~ Guide Trainins .Manual is a mimeographed 
publication containing speeches with only the facts in the 
suggested speech to be memorized. Guides are encouraged to 
use their own choice or words and inject their own personali-
ties in the delivery of the facts in logical order.l At the 
end of the one week's training period, a series of reading 
assignments are given covering many facets of the radio and 
I television industry which are intended to give the guides 
I 
II 
I 
more background information. 
Guest Relations Cooperative ~raining Plan. With 
low weekly salaries and diligent work, pages and guides look 
1 forward to rewards beyond financial benef'i ts. Advancement 
ll within the page and guide sta!'f is one reward, while adva.nce-
11 ment within the .tte~ption Division or the Guest Relations 
lrnterview with Mr. Tintle, .2.11• .!!!• 
I 
I 
II 
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category. During 1956, in an attempt to provide greater 
reward and a more stimulating experience for individuals in 
the quasi "trainee·· page and guide programs, Guest Rela'tions 
Manager, Peter M. ~intle developed a system whereby outstand-
ing young men and women might obtain on-the-job training in 
other network areas. 
The effort (which, having no proper name, s~ll be 
called the Cooperative Training Plan) was not developed to 
II permit a wider scope for Guest Relations operations, but 
I rather as an effort to provide promising administrative and 
l creative talent a more intor.med frame or reference for future 
.NBC employ. 
Mr. Tintle's business awareness foresaw another 
training outlet for pages and guides, providing better group 
morale and esprit de corps. Likewise, network managers would 
have an opportunity to survey the many capabilities of pages 
and guides beyond their immediate tas~ assignments in Guest 
Relations. It was this development of Mr. Tintle's which was 
to point a way for the plan's duplication in the ~BC mail room. 
The Guest Relations Cooperative Training Plan was 
1 originally conceived as currently practiced. It bas provision 
for periodic reviewing o:f outstanding pages and guides with 
the intent of placing such employees in other NBC departments. 
The Guest Relations Department will pay f'uJ.l salary of such 
t __ J 
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I 
I persons for duration of the assignments ranging from three to 
I s 1x months. Employees are placed in an area where depart-
I mental managers can, as nearly as possiole, guarantee task 
!I 
assignments or a level commensurate with a "trainee's "" 
qualifications. Placement is made through the cooperation 
of the Personnel Department with initial liaison of depart-
mental supervisory heads being made through the Manager of 
Guest Rela tiona. 'l1he Guest Relations Department attempts to 
place between three and five " trainee" personnel 1n other 
network jobs at a given time. 
Once the great possibility of the Cooperative 
Training Plan was seen and its future position properly 
analyzed, bitter and sometimes petty departmental competition 
called for "equal rights .·• Many departmental managers and 
. . 
supervisors maintained that other employees in quasi-training 
beginner level positions sho~d be permitted equal out-of-
department work privileges. The writer has found that 
executives in the Office Services Depar~ent, under which the 
mail room operates, were most insistent that equal rights be 
given to mail messengers and clerks who are equally desirous 
ot advancing themselves. Following numerous weeks of planning 
and submitting proposals, the Department of Personnel, the 
Guest Helations Department and the Ot.fice ~ervices Department 
\I worked out an understanding that each area where beginner 
level workers were employed could more fully exploit the 
I 
I 
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out-of-home-department training method. 
Mr. Tintle's program, in 19o8 as in 1955, is 
experimenta~ and subject to the major factors of finding jobs. 
for pages and guides that would be or value to the individual 
and the department where he is assigned. As a maximum or 
I five persons are selected each year out or one hundred and 
I twelve pages and guides, no commitments or promises are D&.de 
to the~e employees, regarding future prospects of the 
Cooperative Training Plan or requirements .for selection. 
The management tool o.r report writing is an 
1, excellent discipline and written observations are required 
from cooperative ··trainees" to be completed on their own 
lj time and outside of their training department. 
'I 
Reasons for 
the latter requirement is that permanent personnel too often 
look with a Jaundiced eye on "trainee" appraisal of a depart-
. -
ment, .fearing their job might be in jeopardy when the report 
is finished and given to unknown author1ty. 1 
11 The Cooperative 'framing Plan has never required 
I any supervisory reportage from department heads because: 
(lJ no formal training policy is being pursued, (2) most 
II placement, although done in cooperation with the Personnel 
' Department, is on a friendship basis between the Manager of 
II 
I Guest Relations and other supervisors, and (3) report writing, 
1This attitude appears to be quite prevalent when 
the question of trainee report writing appears. As this is 
a major problem with the Management Training Prog~am, the 
,1 topic will be discussed in later chapters. 
r 
li 
L 
far the most part, is considered a waste of time by ~BC 
middle managers when the effort extended cannot directly 
benefit themselves. 
Guest Relations prestige ~ ~ ~ job. Perhaps 
the single most imposing problem in the accepting of pages 
and guides in network jobs is the stereotype which surrounds 
the abi~ities and business ambitions of these staff members. 
I During open-end interviews with thirty-eight NBC junior and 
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II senior executives, 83 percent of these responden~s expressed 
I 
II 
II 
beliefs and held at~itudes which appear to be widespread 
throughout the network. 
The following points provide the stereotype frRme-
I work: (J.) pages and guides are dilettantes interested in the 
!l 
theatre and other per:t'orming arts, (2) pages and guides see.&:c 
I 
,, 
II 
employment in NBC Guest Relations only because they cannot 
' 
:t'ind employment elsewhere, a ufaotn which is "SUbstantiated .. 
by the great quantity of pages and guides with university 
1 degrees, (3) pages and guides are not interested in the 
I business of management, nor are they wil~ing to J.e arn manage-
1 ment disciplines, and to emp~oy them would be a risk, (4) 
II pages and guides seem to be a necessary evil and those .. few .. 
~ 
who have made a success would have done so in spite of Guest 
Relations experience, (5) since the beginnings of the Manage- II 
;1 ment Training Squad in 1949, MTS has made the pages and 
guides an ••inf'erior" group, (6) in comparison to mail 
--·-
-- -
I 
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messengers, pages and guides have a "sof't" job that requires 
~ittle physical and mental effort. 
These are some of the ideas which appear to surround 
the page and guide. Naturally some respondents have personal 
knowledge of' one of the above six instances. 
that the poor relationships which one manager may have had 
with one Guest Relations employee, has so distorted opinion 
regarding the £!!! management potentia~ to be found in this 
group. 
Although no deep analysis of' the origins of' such 
I distorted concepts is intended in this section, some point of' 
I 
'I 
I 
I 
II 
!I 
explanation might illustrate why the stereotype continues. 
One of' the activities in which page and guide 
personnel ac~ively engage, is the NBC Theatre workshop. This 
extra-curricular project is an all-company service designed 
to encourage the directora~, production and acting talents 
ot interested persons. PriMarily, it provides an unusual 
outlet for creative ta~ent to be viewed through an audition 
and performing situation. In addition to providing in-company 
entertainment, the page and guide starr are active in working 
1 with the Theatre workshop preparing special tours for military 
and civilian hospitals and USO Camp Shows. To some business 
and mau.agement executives this pattern ··sets the pace .. for 
!!! pages and guides. 
Inadvertently, a very important internal communica-
tions tool of the network, the bi-monthly employee publica~ion, 
I 
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II 
11 ~ Chimes, provides additional stereotype fuel. 
sect; ion of the magazine, ··People and Places, ·· each issue 
In a major 
--devotes considerable attiention to names in the news from each 
jl is rarel.y mentioned. 1 
'I Although attitudes expressed from respondents on 
I the questionnaire may not necessarily express all-company 
attitudes, it is to be remembered that graduates or the 
1 Management Training Squad occupy positions of departmental 
directors, managers and supervisors. 
Five questions were asked respondents, regarding 
the MBC Page and Guide Statts. Four questions were weighted 
1n t'avor of the pages and guides while the answer to a fifth 
was based on a previous conviction. 
l.l,UESTIO.ft. i 'he Management Training 
Squad appears to attract men of greater 
management potential than the Page and 
Guide Staff. 
Agree: · 30 
Disagree: 4 
.liO CODD11ent ,: 2' 
Percentile 
83% 
ll%» 6% 
1~BC Chimes magazine, Jan-Feb., 1967 issue through 
1 Jan-Feb., 1958. 
ll 
~00 t==--==-= 
I 
II 
~UESTION. Pages and Guides appear 
to -learn as much about N~C as participants 
in the Management Training Squad. 
Agree: 1 
Disagree: 4)4 
No -comment: 1 
Percenti~e 
~% 
94, 
3% 
QUESTION. Pages and Guides have as 
much an opportunity to obtain better jobs 
in NBC, as Squad trainees. 
Agree: ~ 
_ Disagree: 30 
!iio co:rmnent: ~ 
t.1UES1.'IO.L'i. Pages and Guides are le sa 
aggressive than Squad trainees. 
Agree: 8 
Disagree: 18 
No comment: 10 
~UESTION. If you agree to the above, 
when ~ages and Guides are less aggressive, 
departmenta~ managers appear to t ake a 
greater ~iking to these men, than to Squad 
graduates. 
Agree: 
Disagree: 8 
~o comment: 
100% 
Information derived from management and page and 
guide interviews leads this writer to the be~ief that pages 
and guides are unaware or many management stereotypes 
regarding the page and guide staffs. 
Regardless or management's impressions or these 
emp~oyees, those that have the courage and ability advance 
I from beg~er ~evel jobs through the Guest Relations Depart-
il ment, obtain Department of Persormel p~acement, and obtain 
I 
1 work through the Cooperative '!'raining Plan. 
t 
II . 
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Pages and guides have the opportunity, like all 
MBC beginner level employees, to apply for the Management 
Training Squad program. In the opinion or the writer, stereo-
·ij typed conceptions or the page and guide unfortunately work to 
personal disadvantage when competing tor Squad placement. 
However, research bas revealed that pages and guides going 
into the Management Training Squad have proven to be the 
I single ~ successfUl group. This will be explored 1n detail 
I in the chapter devoted to Case Studies or the Management 
I Training Squad. 
~I 
Pel'sonnel Department rtelationships 
with Mail Room and Guest Relations 
Activities 
Policy of the ~ational Broadcasting Company provides 
II tha:t all hirings must be approved by, or initiated through 
II 
~I 
II 
I 
I 
II 
II 
the Personnel Department. For those applicants who are not 
familiar with broadcast operations and .NBC job availabilities, 
the Department or Personnel has provided a booklet listing 
one hundred and twenty-tour occupational titles within the 
company. These range from accountant to program producer. 
The Job Inventory publication is not intended as a networ~ 
job classification but only .as a guide tor interested persons. 
.Nearly all the listed tasks tall appreciably beneath the middle 
management area calling tor salary considerations under f7,200. 
Male applicants are informed or opportunities for 
beginning their .NBC career via the Management Training Squad, 
-., 
---
===================== 
~BC Mail Room or the Guest Relations Department. Female 
applicants are permitted to apply in the Guest Helations 
Department or for general clerical work. 
!1 Inter-departmental competition. Page, guide and 
I mail room employees appear to have accepted their modest 
I paying posi-cions because o:r two reasons. They intend to 
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(a) acquire greater network personal contacts and (b) obtain 
promotions within a nine to twelve month period. 
This writer's interviewing or pages, guides and 
mail messengers :fur-cher disclosed :four points. 
1. Mail messengers and mail clerks 
· totally understood the scope of 
operations o:r pages and guides. 
~ney :felt a hslthy competition 
existed between these groups. 
Mail room promotional pool em-
ployees :further felt in a better 
competitive position knowing 
their opposition. 
2. Guides and pages were not as 
aware of the scope and purpose 
of mail room services, nor were 
they cognizant of their severe 
competitive position \'d. th these 
other employees. Neither pages 
nor guides :fully understood 
they were competing against 
other beginner level employeea. 1 
3. NBC pages believed that guide 
starr members were mostly inter-
ested in radio, television, :film 
and theatre per:forming arts. ~BC 
I' 
1This is in spite of the fact that pages, guides and 'I 
11 mail messengers were often in daily contact with one another, 
and had been brought together through Personnel Department 
workshops. 
II 
II 
'l 
I 
guides believed that pages were 
primarily interested in writing, 
directoral and production areas. 
4. Guides, mail messengers and pages 
did not possess a clear-cut 
understanding as to purpose, 
organization or activity of the 
network's major .formal training 
effort, the Management Training 
Squad. 
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As a resUlt of fo~mal and informal training programs 
lj of the National Broadcasting Company, employees in general 
I beginner level positions are competing against .. hidden odds .. 
1i that is to say, competitors in other beginner level JOb areas. 
1 ':fhe sources of "hidden odds" are many: mail 
messengers, guides, pages, mail clerks, departmental on-the-
job trainees, members of the Management Training Squad, and 
II begLnner level employees hired through necessity because of 
I 
,, 
I 
••political considerations.·· 
~8C Department of Personnel placement officers 
responsible for gathering and disseminating information about 
I beginner level jobs are well aware of the interdepartmental 
I 
II 
I 
guest relations and mail room competition for job availability. 1 
One example of this is that great care is taken to insure job 1: 
referrals from Personnel being sent simultaneously to all I 
I I areas where beginning employees are assigned. 
'I 
In addition to efforts extended by the Supervisor 
of the Mail Mes~enger Department and the Manager of Guest 
Relations, to properly place their employees in better paying 
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I~ and more responsible network positions, these ••trainees" 
I 
I 
continually trace down new employment leads, acquired through 
their personal efforts. Tha~ the Personnel Department may 
not be aware of a new opening is not at all uncommon if the 
mail messenger or page and guide has uncovered the position 
f'irst. 
Naturally when a beginner level employee has made a 
"contact" which may establish a better position, he does not 
share the news or inf'ormation with companions. On the other 
hand, if' the employee has Je arned of' an opening and the 
II position does not appeal to him, he secretly informs a friend 
whom he believes may be waiting :for such a .. break... Keen 
competition fosters such operations. 
The obvious shortcoming is that. all pages, guides 
and mail messengers do not have an equal opportunity to explore' 
new :fields and new leads. Their work may not carry them into 
a network operation which is looking for new m~nagement or 
programming talent. 
All-company orientation programs. In November, 1957 'II 
~BC Department of Personnel Placement Officer Donald Anderson, 1 
!j aware that not all beginning level employees had an equal 
opportunity to explore the various departmental openings and 
••sell'' themselves, devised a unique orientation program. 
In starting the program, MI'. Anderson believed "the problem 
of the individual placing himself' in NBC, is the problem of' 
ll 
\I 
lOS 
the entire group.••1 
~ 
The plan which supplements formal transmittal of 
job inf'ormation to Mail Room and Guest Relations Departments 
is actua~ly an extra-curricular activity for all network 
employees involved. The 1'irst Wednesday of each month between 1 
the hours o1' o-7 p.m., as many or the approxima~e~y one 
hundred twenty-five page, guide and mail messenger "trainees•• 
who are on duty, may attend a two hour session designed to 
acquaint them with new departments, network job information, 
II junior and senior executives of the company, and radio 
I television programming activities. 
In advance of each month's meeting, Mr. Anderson 
requeses the Manager of Guest Relations and the Supervisor 
Mail Room Messengers, to supply one representative, the two 
men acting as chairmen-parliamentarians. Employees of the 
of 
'' department mutually select the representatives with approval 
'i ot Mr. Anderson and department heads in ques1>1on. t-!BC execu-
tives, department managers and creative programming personnel 
often spend considerable time with beginner level employees, 
following the formal program, to permit probing of unanswered 
questions. 
Placement Officer Anderson points to five important 
I I 
'I values in this newest attempt at improving morale and personnel 
1 relations: (~) speakers from departments provide an orientation 
I to the total NBC complex, (2) departmental managers can exactly t 
llnterview with Mr. Anderson 
- , March 26, 1958. 
====================== 
I! discuss their personal needs, ( 3) monthly sessions partly 
overcome the competitive dirficulty or beginner level 
employees withholding in£ormation, (4) ~BC managers and 
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\ and guide leadership through the monthly vice-chairmen, (5) 
11 through the extensive questions and answer period during the 
' ror.mal two hour session and following, officials are exposed 
il to overall personnel.l 
NBC ••Back to School" Programs 
NBC is the broadcasu leader in providing financial 
aid to young creative talent already in cOllege and interested 
L 
2 I in furthering their education. Likewise, it is the broadcast I 
'I leader in providing funds for back-to-school programs for 
I their own employees, graduate students, and potential creative 
I talent outside the NBC ranks. 3 
j These programs constitute additional management 
I training depending on the level in which they are initiated. 
'I 
• All or them, in the opinion of the writer, cause a greater 
.NBC consciousness in ·the recipient. In this regard, the 
.National Broadcasting Company is rendering a most excellent 
service to itse~ and the industry or which it is a part. 
II 
I 
2The writer has made a survey or fD1ancia1 aid 
programs to higher education and financial aid programs to 
1 
employees or the three networks. 
i 
II 
3 ~-
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I ~President's Award. The President's Award, open 
II 
to any applicant in the United States between the ages ot 
twenty-five and thirty-five, is awarded on a yearly basis. 
The grant is for not less than ,4,000 nor more than ,o,oou 
and permits the individual to develop greater talents by 
fUrther study under major directors, producers and executives 
ot the broadcasting and theatrical fields. Such study is 
designed under the tutorship of personnel within and without 
the ~ational Broadcasting Company. 
The .Hational Broadcasting Company has 
established the NBC President's Award as part 
ot its program to encourage the training and 
development of young men and women with inter-
est and ability in the fie1d of broadcasting. 
It is intended to assist an individual finan-
cially in attaining addit~onal experience and 
training in order to perpetuate the high 
standards established in the directing, pro-
ducing and staging ot radio and television 
programs.l II 
I David Sarno!'!' Fellowships. The David Sarno!'!' Dramatic Arts Fellowship, restricted to employees o!' NBC, is 
designed to provide financial assistance to an individual in 
"attaining additional education and experience in order to 
perpetuate the high standards established in the directing, 
producing and staging o!' radio and television programs. •• 2 The II 
.. 
grant of ,2,850 plus !'ull tuition is provided the Fel1ow, in I 
lThe National Broadcasting Company, Inc., Announces 
I ~ .@Q President •s Award (New Y'ork: ~BC, 19571":-P· 2. 
2~ Radio Corporation 2£ America Announces ~ David l 
Sarno!'f Fellowship Awards (New York: fiCA, 1957), p. 2. 
ll 
lOS 
addition to a leave o£ absence required to £ulfill his study. 
The institution is selected at a Fellow's option, with approval 
of the RCA Fellowship ~election Board. 
Six Sarnoff Fellowships in the field of Science and 
three in Business Administration are open to both NBC and HCA 
II employees. Upon being designated a David Sarnoff Fellow, 
I 
these persons receive the same financial, educational and 
leave privileges. 
RCA-NBC Scholars. I RCA- .NBC Scholarships are available 1 
in two areas or communications at three centers ot higher 
education: (1) xale University; dramatic arts, (2) The 
Carnegie Institute of Technology; dramatic arts, (3) Iowa 
State College; television arts. 
Undergraduate students at the above institutions, 
,I majoring in the specified 
and are awarded an annual 
I 
fields, are eligible for scholarships ! 
grant of ~800, with the recipient I 
being considered for reappointment from year to year until he 
receives his baccalaureate degree. Candidates tor such aid 
are generally chosen in their sophomore or junior year. 
RCA-NBC Fellows. rtCA-.NBC Fellowships in dramatic 
arts are available at Carnegie Institute of Technology and 
Yale University for graduate students in this area of the arts. I 
They must be pursuing a graduate degree program. RCA-.NBC 
Dramatic Arts Fellowships receive full tuition, plus $2,850. 
Academic activities of the .NBC President's Award, 
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the David Sarno£f Dramatic Arts Fellowships, fiCA-NBC Scholars 
and HCA-NBC Fellows, represent the ~ational Broadcasting 
Company's attempt to provide impetus to its Talent Development I 
I Program, begun in 1954. 
I 
ll 
I 
Summary 
The two primary areas o£ informal in-company 
training for the National Broadcasting Company are the page 
and guide staffs of the Guest Relations Department, and the 
mail messenger and mail clerk staffs of the Office &ervices 
Department. Financial aid pr<:>grams to promote undergraduate, 
graduate and special student assistance, with emphasis on the 
creative arts, constitutes an important but minor area of 
training, in that benefits gained by the National Broadcasting 
Company are questionable. 
What is of particular concern, in the opinion of 
the writer, is the reluctance of so many junior and senior 
managers to properly recognize the attitudes and motives and 
II talents of beginner level employees. Mail room and guide and 
page employees are hired for specific tasks on a full or part 
time basis and are not, their supervisors and managers insist, 
in a training program nor even in a training situation. 
~iterally this is correct and proper. 
For employees in beginner level positions, there 
are numerous impressions which would tend to create an in£ormal l 
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training image: (l} the Mail Messenger Promotion Pool and 
Guest rtelations Cooperative Training Plan, (2) fhe Department 
II 
1 of Personnel's new monthly orientation sessions, (3) NBC 
regulations which limit employment service in areas of page, 
guide and mail room beginner level jobs, (4) initial orienta-
1 tion to the ~ational Broadcasting Company creates the image 
I 
II 
II 
:I 
of overall training programs, (5) through stereotyped mis-
conceptions beginner-level employees convince one another 
they are participants in an informal training effort. 
Because there is no patterned training structure, 
other than informal on-the-job observation, the success of 
Mail Room and Gues:t Relations ••trainees" can be surveyed onJ.y 
by those persons who advanced from beginner-level positions 
to lower echelon junior management administrative and pro-
gramming positions. This is a nearly impossible task, 
accomplished only through a person by person file investigation ! 
of Personnel Department recorda. 
Open-end interviewing has revealed that mail 
I 
messengers, pages, mail clerks, and guides, hold diametrically I 
opposed attitudes, stereotypes, and an overall awareness of 
1 (l) the National Broadcasting Company, (2) their individual 
departmental role, (3) inter-departmental beginner-level 
competition, and {4) the Management Training Squad. 
~~==========================~~~ 
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CHAPTER V 
FORMAL MANAGEMElt'r TRAI!4DIG PROGRAMS 
~D ACTIVITIES OF THE 
NATIO.NA.L BROADCASTI~ CO:.MPANX:' 
Formal training p~ograms in the National Broadcasting ! 
Company comprise the following activities: (1) The Management 
Training Squad, (2) !4BC Control.ler Training Program, (3) 
training for sales work in the Hadio ~etwork, Television 
Network and California National Productions, (4J an activity 
serving both staff and line deve~opment, the Management 
Deve~opment Program, (a) special programs as devised through 
the Department of Personnel.'s Manager of Training. 
Sales training ef'forts of the National Broadcasting 
Company are no dif'f'erent from those to be found in the 
American Broadcasting Company or the Columbia Broadcasting 
System.1 For the most part, these programs are of necessity 
geared to quarterly financial, economic and programming 
~~~ demands of the industry and are therefore being constantly 
revised. 
NBC c·ontro1ler Training Program 
Management of the N"BC Controller Department, like 
1From a comparison of three network sales operations. ! 
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many other areas o~ broadcast business operation, watched with 
interest the development and progression o~ the Management 
Training Squad. It appeared that quali~ied college graduates 
coming into the Squad might eventually become interested in 
• the important management ~in&lcial responsibility o~ book-
keeping. The Controller Section asked the Department o~ 
Personnel to select Management Training Squad candidates with 
., 
speci~ic interests and quali~ications to be enrolled in the 
I 
Program. It was the wish o~ the Controller Section to have a 
I 
selected group o~ trainees guided into ~inaneial operations. 
I From 1949 through 1954, the Department o~ Personnel 
1
11 
made little e~fort to honor such requests; ~n this period o~ 
I time, thirty-four management trainees graduated ~rom the Squad 
I 
I 
I' 
but only two began their broadcast management careers with the 
Controller Department. 
Early in 1965, the Administrative Division's Con-
troller Department asked approval ~om the Director of 
Personnel, to begin immediate plans for recruiting necessary 
young management talent through its own department·. The 
request was granted. Controller executives agreed that two 
trainees could be absorbed every twelve months. Trainee 
salary requirements would be avaluated each year to meet 
outside industrial-type controller training competition, and 
would be paid by the Controller's Department. 
Requirements were based primarily on interest and 
ll3 L ==#=======~
j management potential and candidates were not necessarily re-
j quired to have an accounting or business background. 
:I 
In 19bb, Controller Department managers selected 
eight young men employed within their own department, testing 
their abilities and interests against a similarly selected 
The first Controller II outside group of potential trainees. 
Training Program was composed of two men selected from within 
I ! . 
the ~BC Controller Department. 
Trainees normally are encouraged to complete their 
training in eight months. This period of time was predeter-
mined by department managers as being sufficient to grasp the 
total controller operation. During ·•trainee flow·• from one 
department section to another, assigned tasks await the 
employees. Their tenure within each section lasts approxi-
mately five to seven weeks. Average age of the trainee is 
I twenty-five. 
I Section supervisors and managers are encouraged to 
provide work within each stratum which will permit a learning 
process rather than work assignments resulting only in a lj 
1 ' 
"helping proces,s. •• 11 
I - In the year which followed, one trainee was selected II 
from within the department and one from outside the company. 
,, During the 1957 year, both Controller Training Program trainees 
I 
I 
,I 
1Interview with Anthony J. Dente, Manager of Budget 
and Financial Evaluation, March 28, 1958. 
I 
I 
I 
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came £rom outside the National Broadcasting Company. Although 
the program is very small in the men absorbed each year, 
nevertheless college recruitment plays an active role in 
obtaining candidates £or initial trainee positions, as well 
as building a list o£ potential management talent interested 
in broadcast £inancial operations. ~ecruitment during 1957 
was at Fordham, Cornell, Harvard and Yale University. 
Trainees receiv~d ~ monthly salary o£ $425.00. 
There is a substantial differential in salary 
requirements o£ the National Broadcasting Company's two 
£ormal management training e££orts. In comparison to the 
$425 £or controller trainees with either graduate or under-
graduate degrees, starting salary in the Management Training 
Squad £or 1957 was $335 £or undergraduate degrees and $360 
for graduate school students. 
Rate of advancement with contro+ler trainees has 
been highly satis£aetory with one one of six graduates having 
left the network. Four men are employed in junior executive 
positions in the Controller Department while one is employed 
in financial operations of the International Division. 
Management Development Programs 
The Management Development Program of the National 
Broadcasting Department is designed to meet the immediate and I 
long range planning needs o£ the corporation for administrative 
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and creative personnel. Its function is to ~ management 
potential, analyze past, present and future performance, and 
recommend individual action for improving performance and 
widening the employee's frame of reference so that he might 
be of greater value to the organization. 
This important management tool, serving staff and 
line levels of operation, is not directly concerned with 
either formal or informal training. Inclusion of this 
development program is intended to illustrate its existence 
and great potential as a theoretical force in the reduction 
of young management turn.over. In this writer • s opinion, the 
Management Development Program has the physical stature and 
manpower to provide well coordinated and meaningful junior 
and senior management training of the type successfully 
utilized in heavy industry. 
It would appear that individual knowledge, under-
standing and appreciation for the program's activities should 
indicate to junior managers, especially, that NBC is making a 
sincere effort in establishing a management review system. 
Interviewing fifteen graduates of the Management 
Training Squad, together with seven other randomly selected 
I junior managers whose salary range was above $7,200 showed 
that eighty-seven percent of the respondents had absolutely 
no understanding of the purpose or operation of the Management 
Development Program. 
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These men represented all major divisions of the 
National Broadcasting Company, were in a salary range that 
warranted a review when salary increases were gauged as part 
of individual reward, and had, according to Personnel Depart-
ment records, made highly satisfactory progress in their 
network association. What information they possessed of the 
program was distorted and inaccurate. Here again, as in 
other instances, communications had failed. Respondents 
.L 
believed the Management Development Program was a ~ool of 
the Personnel Department for "spying, si and another attempt I 
by the Radio Corporation of America to gain greater dominance I 
II 
over NBC personnel policy. 
As it happens, certain officials in management 
development activities are former RCA executives and the vast 
facilities of the RCA management training department do aid 
the NBC program. This is right and proper, and in the 
opinion of the writer the former RCA talent now engaged in 
NBC management development represents some of the most 
stimulating executive talent in the entire network. 
Failure to understand human relations has caused 
~rreparable harm by damaging the program's trust and prestige 
in the eyes of the young middle management group is should 
most certainly impress. As we shall learn from detailed 
evaluations in following chapters (from opinion-attitude 
survey material), there is solid reason to believe that many 
J, 
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highly talented young managers have left the National Broad-
casting Company on the erroneous conviction there was no 
junior executive evaluation program in the network. 
In 1956, the Management Development Program con-
ducted an all-network supervisory reportage campaign. In 
this campaign an important step was taken when lower echelon 
junior management positions were rated. Personnel who filled 
out reportage sheets and were interviewed by immediate 
superiors were informed there would be fQllow-up interviews 
j 
and detailed evaluation from six to twelve months after the 
' date of initial evaluation. The second session, it was said, 
would be conducted directly through the facilities of the 
Management Development Program. The follow-up evaluation 
never became a reality. 
This incident f~ther caused distrust and anger 
among many management groups. It was especially disastrous 
to the program in that this was one of the first attempts of 
I 
this activity to gain trust of NBC middle management 
employees. 
Management Development Appraisal. Prior to any 
appraisal by management development officers, the employee in 
question fills out a detailed listing which permits a better 
rapport between interviewer and interviewee. "Management 
Development Personal Data," ''Management Development Personal 
Data Supplement, ii and "Personal Performance Plan" permit the 
respondent to analyze both his own performance objectives 
tor future responsibility and past performance actions. 
Appraisers use a highly .detailed five page "Management 
Development Appraisal .. folio to record impressions. 
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The Management Development Program, in cooperation 
with the executive training department of the Radio Corporation 
of America, has evolved an appraisal tool or value and 
stability which appears to be highly reliable with a minimum 
chance for interviewer bias. It is indeed unfortunate that 
improper internal communications has prevented universal 
knowledge of the 11 Management Development Appraisal. 11 
For management development on all levels, the 
National Broadcasting Company has established three perform-
ance categories: (1) managerial performance factors, (2) 
personal performance factors, (3) working with people 
performance factors. These three factors include the 
following criterion: 
1. Managerial performance factors 
demand evaluation of planning 
and organizing for activity 
supervised, developing subordi-
nates, and controlling costs. 
For the three conditions, there 
are thirteen factors to be judged. 
2. Personal performance factors 
include personal characteris-
tics, creativity, planning and 
organizing, decision making, 
and taking action. 
. I 
For the six conditions, there 
are sixteen factors to be 
judged. 
3. Working with people performance 
factors include communications, 
and effectiveness in dealing 
with people. 
For the two conditions, there 
are eight factors to be judged.l 
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The thirty-seven performance factors are judged in 
four categories: (1) not applicable, (2) development needed, 
-(3) meets requirements, and (4) strength in performance. If 
"development needed11 and "strength in perf'ormance" are 
checked, the appraiser is required to provide information 
in this regard in the "comments 11 section. 
The NBC:-Harbridge House Management Conference. 
Throughout March, 1958, the National Broadcasting Company 
pioneered in management training for the radio television 1 .. 
industry by conducting a series of four one-week formal study 
sessions, discussing broadcast managerial problems in general 
and pinpointing NBC managerial problems in particular. 
The conference, attended by one hundred and fifty 
highly placed managers and depar_tmental directors below the 
vice presidential level, was the first formal out-company 
executive training program of the network. It placed special 
emphasis in labor relations, non-union personnel problems, 
1Management Development Appraisal Form PER-817E, 
PP• l-4. 
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sales, owned and operated stations, and f'acilities operations. 
Total number in attendance were selected f'rom a master list 
of some four hundred NBC junior and senior executives. Weekly 
study sessions, held in Princeton, N.J., were limited to .f'orty 
students, who heard talks by corporate executives of' NBC, RCA 
and selected experts in the f'ields under investigation. 
Undertaken in cooperation with the Management 
Development Program and the Radio Corporation of' America, 
D.C. Wallace, RCA administrator f'or advanced management pro-
grams was coordinator. He worked with NBC personnel staffs 
and the Boston management consultant firm. Case study 
materials were selected by a three man Harbridge House team 
working in the network. 
NBC executives were first informed of' their selection 
for the conf'erence through personal letters f'rom President 
Robert w. Sarnoff' and B. Lowell Jacobsen, Vice President of' 
Personnel. As the conference was a new experience, and one 
which the network hopes to repeat f'or other staf'f' and line 
managers, perhaps one might excuse two important human 
relations errors. 1 
Five interview respondents in lower manager 
positions, none of whom were graduates of' the Management 
1 Interview with B. Lowell Jacobsen, Vice President 
of' Personnel, March 26, 1958. Mr. Jacobsen stated the second , 
such conf'erence would be case history study sessions on a vice J 
presidential level, with a third planned on the supervisory 
level. 
l2l 
r:ainin~ Squad, all expressed pleasure at being selected £or 
I :: Princeton conference, but all were unaware why they had 
been asked to participate. Letters of Messrs. Sarnoff and 
Jacobsen held no details as to the "why" and "wherefor" or 
... 
selectivity. In further querying their departmental managers 
!'or a possible solution, no satisfactory reason was presented. 
The managers expressed an inadequacy at being conference 
participants with other high management members without a pre-
understanding of goals and objectives. All described the 
week's activities as enlightening, stimulating, and most 
rewarding. All expressed an "uncomf'ortable curiosity" about 
personal objectives. 
One interview respondent not a graduate of the 
Management Training Squad, and three respondents who were 
Squad graduates, all in a salary range beyond $7,200, did not 
receive invitations for the sessions. In the estimation of 
these four men, their range of authority and responsibility, 
periodic salary increases and future growth in current assign-
ments warranted attendance. Yet, the tour managers all raised 
the same question: why were they not participating in this 
first important conference for which their colleagues were 
selected? The respondents were curious in three respects: 
(1) did sueh action mean they bad failed in their current role 
and were not considered first class management material, (2) 
were men in attendance being groomed for expansion programs 
II 
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and internal promotions, while not being at Princeton was an 
indication of being bypassed for future promotion, (3) was this 
the usual network personnel operation in not properly informing 
employees of new administrative developments? 
Proper authority did not realize group attitudes of 
those not in attendance as well as participants. 
Actually, selection of the one hundred and fifty men 
was based solely on those junior and senior executives who 
could most immediately benefit from the case study conference. 
Although future management potential and growth was naturally 
a consideration for participation, those in attendance were 
not being any more carefully groomed nor given preferential 
treatment. 1 
Harbridge House selection in developing out-company 
NBC management seminars was based on previous successful 
relationships in management training activities with the 
Radio Corporation. 
Case study material was not prepared by 
the NBC D~partment of Personnel or the Management 
Development Program, because neither department 
had the proper manpower to work on the project, 
nor did they have the qualifications of fact find-
ing and case history development deemed necessar~ 
for the Princeton executive training conference. 
1Ibid. 
2Interview with a vice president of the Administration1 
Division. Anonymity requested. 
Although Harbridge House worked in close cooperation 
with the National Broadcasting Company's Personnel Department 
and Management Development Progra~ and the Radio Corporation 
of America, the degree to which any one interest group 
dominated the other is unknown to this writer. 
Activities of the NBC Manager 
of Training 
The Manager of Training, an activity of the Depart-
ment of Personnel, determines non-technical training needs of 
corporate departments and helps these departments accomplish 
their training mission. Rather than being responsible for 
formal or informal management training the Manager of Training 1 
adheres closely to one-time orientations and refresher 
courses. 
As previously mentioned in Chapter IV, the training 
manager extends his services and counsel to beginner level 
employee areas aiding placement efforts of the Guest Relations 
and Mail Room Messenger Department. A limited amount of 
first-line supervisory training, development of clerical 
manuals, clerical orientations, safety training and manage-
ment speed reading courses further comprise responsibilities. 
Speed reading courses are designed to permit faster compre-
hension of executive reports, general reading materials and 
correspondence. 
Neither the training manager's office or the 
r 
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Personnel Department has issued publications geared to aid 
departmental supervisors and managers in the "wba t, 11 1'where, 11 
' ·- 1 ' 
"when, u ''why, t i and 11 howu of working with people and ideas. 
- . 
Personnel Department executives were unable to provide a valid 
reason why such important management tools and executive 
grooming aids have not been developed. 
The NBC Management Training Squad 
A History of the NBC Squad. The Management Training 
Squad was begun in 1949 as a junior executive training program 
of the Department of Personnel. Candidates were limited to 
male graduates of colleges and business institutes. As Dir-
ector of Labor Relations from 1944 through 1950 and Director 
of Personnel from late 1950 through 1953, Ernest De La Ossa 
was especially influential in formation of the project. 
Dating from 1947 there was in operation 
at NBC an employee training s·quad. Outstanding 
junior employees were exposed in this training 
program to a series of lectures · and discussion 
periods offered by key company executives. With 
the growth and change taking place in the company, 
it became apparent that this concept of training 
was not adequate to meet the needs for middle and 
lower level management men experienced in the tech-
niques of administration, and informed in the broad, 
as well as specialized, aspects of broadca~ting. 
To supplement the normal promotion from 
within the company and to accelerate the development 
' 
1such, for example, as those publications of the 
Standard Oil Company of California: ~ Appraisal and Devel-
opment Guide, Elements of Good Supervision, Leadmen ~ 
Leadership, Let's Look at Communications, and !h! Management 
Guide. 
of the needed management leadership, the NBC 
Management Training Squai, as it exists today, 
was established in 1949. 
There were active and preventive reasons for 
instituting the project. 
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Active interest was fivefold: (1) better employee 
relations would result, {2) it was another opportunity for the 
Department of· Personnel to directly partake in the growth of 
the network, (3) it would provide fresh new talent for the 
business and management side of network operations, (4) in a 
short period of time the Squad would provide an available pool 
of pre-selected junior managers, (5) heavy industry was find-
ing management training efforts on a junior executive level 
most rewarding.2 
Preventive reasons were designed to reactivate train- 1 
ing programs of the National Broadcasting Company, while it 
• • • dispelled former myths relating 
to Guest Relations activities, thereby provid-
ing a more constructive basis for young !en 
interested in NBC management employment. 
At the close of World War II, many young men and 
NBC employees were under a false impression relating to page 
and guide employment. This area was thought of as a type of 
management training program and a shortcut to network job 
1comments written by Charles G. Hiclm, Jr., Manager 
of Specialized Recruiting, in his "1957 Report to Management, 
A Synopsis of the NBC Management Training Squad." 
2Interview with Ernest De La Ossa, Vice President, 
Grace Paper Company, W.R. Grace & Company, December 20, 1957. 
3 Ibid. 
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placement, other than beginner level tasks. During the War, 
young women in the page and guide staffs created the impression 
the activity was an entree for women interested in management 
careers. The few men in the Department's employ vaulted to 
take command of areas where they had neither previous training 
nor particular qualifications. "Through no fault of the Guest 
Relations Department, their system which had worked so well 
fo.r many years now came to be m.isrepresented."l 
Then, as now, NBC was concerned about acquisition 
of both business and creative talent. In 1949, during early 
periods of television, the network's executive staff could 
not properly determine long range or short range demands for 
this new communications tool. Key departments of the network 
were queried regarding personnel needs; these departments 
could not properly survey their requirements. The very idea 
that television talent requirements were neither know.n to 
staff nor line executives was all the more reason to build a 
' management pool. In this regard, the Squad trainee could not 
be slanted toward any one area of network affairs, for all 
~reas were in need of young men who held an intimate under-
standing of the world's largest radio broadcast enterprise. 2 
The Management Training Squad was also conceived 
1 from a consideration that creative people, finding it 
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dif£icult to enter the network through regular channels, 
could now have a back-door entree via their announced manage-
ment interests. Although the primary desire of Squad 
architects was to discover administrative talent, creative 
talent was not discouraged. 1 
Purpose of the NBC Management Training Squad was 
to train candidates: 
• • • in practical techniques for 
handling both general and specialized ad-
ministration responsibilities to meet the 
ever changing demands of the broadcasting 
industry and inform candidates on all 
aspects of the Company's operations. The 
broad objective of the program is to create 
and maintain a controlled reservoir2of well developed administrative personnel. 
Selectivity of pre-1953 trainees. A 1952 cut-off 
date needs to be established only because the Department of 
Personnel suffered severe manpower setbacks through the 
Korean War, forced resignations, and the advent of new per-
sonnel policies through a closer relationship with the Radio 
Corporation of America. With Mr. De La Ossa's departure in 
1953, policy, intent; and objectives of the Squad naturally 
changed. 
The key to planned _prosperity of the 
program was in the proper selection of the 
individual interested in career broadcasting 
1 Ibid. 
2NBC Management Training Squad, 1958-1959, a mimeo-
graphed prospectus of the training, as designed by the Depart-
ment of Personnel, p. 1. Although the date is current, Squad 
objectives have 40~ een redefined ~ince .9~9. 
management. Original intent was to take men 
with a predetermined interest in broadcasting 
and develop this interest to a greater degree.l 
~8i 
Seven quali£ications £or candidacy and selection I 
were de£ined: (1) college graduates, (2) demonstrated interest 1 
.and talent in administration, (3) mature character, (4) 
logical interest in the industry, (5) excellent scholastic 
record, (6) no more than three years' experience a£ter 
college, NBC or elsewhere, exclusive or military service, 
(7) not over twenty-eight. 2 
What actually constituted "interest" in the broad-
casting industry, then as now, has never been clearly under-
stood or evaluated, either by Department or Personnel 
executives, the candidates themselves, or those NBC o£ricials 
who are asked to cooperate with the program's operations and 
orientations. It was, however, generally recognized that 
"certain qualities and temperaments" were neededfor potential 
executive material in the constantly changing industry. 
During the expansive years from 1949 through 1952, 
the National Broadcasting Company was not so much concerned 
with selecting young men as future network leaders, as with 
providing talented human resources for the rollowing twelve 
to twenty-rour month period. Likewise during this time, the 
Department of Personnel placement officers and employment 
linterview with Mr. De La Ossa, December 20, 1957, 
2NBC Management Training Squad, 1958-1959, op. cit. 
I 
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managers readily admitted they had neither the time nor the 
proper manpower to adequately select Squad trainees. 1 
Informal program announcements were circulated 
to a select group of Ivy League universities during the 
first two years, merely announcing a beginning program and 
not a continuing experiment. Although initial publicity 
was given the project, organized publicity campaigns and 
formal on-the-campus recruitment has been discouraged and 
is not part of MTS policy. Limited on-campus recruiting 
was carried on prior to 1953 and in 1954 the Manager of 
Specialized Recruiting visited the campuses of Harvard 
Business School, Babson Institute, Dartmouth College, the 
University of Pennsylvania and the University of Michigan. 
Because the program was interested in obtaining potential 
administrative talent, it was logical to assume that 
graduates of business schools would be of greater service 
to the network and prove of greater value to the program. 
11At the outset, the selection of Harvard Business School 
2 MBA;' s was de liberate. 11 From 1949 through 1952, eight 
trainees with MBA's were admitted to the S4uad; and of 
1rnterview with Mr. De La Ossa, December 20, 1957, 
2 Letter dated March 12, 1958, from Ernest De La Ossa, \ 
Vice President, Grace Paper Company, W.R. Grace & Company, to 
this writer. I 
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the eight, five held degrees from Harvard. 1 
It is also worthy of note that Ted Thompson, Manager 
ot Specialized Recruiting from 1949-1951 (under whos~ super-
vision final selection of candidates for the Squad begins) 
was a graduate of Dartmouth College. In the period 1949-1951, 
the length of Mr. Thompson's tenure, Dartmouth graduates 
represented every year in the Squad, proved obvious partiality. 
Five Dartmouth undergraduates were selected in a three year 
period whose total trainee population was sixteen. 
In keeping with the Ivy League concept,undergraduate 
degree schools for the 1949 through 1952 period provided an 
overbalance of geographical representation w.ith twenty-five 
trainees representing thirteen institutions. 
Year School No. selected 
1949 Boston University 1 
Harvard College 1 
Dartmouth College 2 
Conn. Wesleyan 1 
Amherst College 1 
1950 Lehigh University 1 
Yale University 1 
Dartmouth College 2 
l-The prudence of placing special emphasis on 
obtaining young men with a business school degree will 
be discussed in the chapt.er 11 Case Studies of the Training 
Squad," so that overall evaluation in this regard will not 
be confused with historical perspectives under current 
consideration. Major source of this material has been 
obtained from NBC personnel records. 
,, 
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1951 Syracuse University 1 
Trinity College 1 
Yale University 2 
Darmouth College 1 
Univ. Pennsylvania 1 
1952 Harvard College 3 
Princeton University 2 
University Miami 1 
Yale University 1 
Syracuse University 1 
Cornell University 1 
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Although no specific number was established for 
early Squads, the Personnel Department believed six to eight 
trainees could be successfully oriented to the company each 
year. From hundreds of yearly applicants, fi.fteen to twenty 
candidates were selected by the Manager of Specialized 
Recruiting. 
The Manager of Specialized Reerui ting is responsible 
for interviewing and screening applicants, providing format 
and continuity to the program, selling the program to staff 
and line managers permitting trainees to be assigned in 
sections and departments, playing the role of father-confessor 
.f:or the trainee's problems, and most always bearing the brunt 
of program failures when such failures are far beyond his 
immediate range of authority to correct. 
Selection of the final Training Squad eand.idate was 
based on general aptitude and achievement tests given by the 
Department of Personnel, interviews with the Manager of 
Specialized Recruiting, the NBC Director of Personnel, and a 
' variety of NBC senior executives who volunteered to interview 
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and appraise potential trainees. 
Final candidates were ~urther asked to submit an 
essay covering three areas: (l) why they selected the NBC 
program, (2) what they expected to accomplish ~rom the months 
of training, (3) what was the candidate's personal interest in, l 
and how could he contribute to, the National Broadcasting 
Company. This evaluation essay was a care~ully followed 
practice ~rom 1949 through 1952. 
Acceptance of the Management Training Squad Idea. 
During 1949 and 1950, the top administration of the network, 
including President Niles Trammell, Executive Vice President 
Charles R. Denny, and Administrative Vice President John H. 
McDonald, were receptive to the idea or a training program. 
According to senior executive De La Ossa, "These men realized 
the possibilities of such a program and were convinced that 
it was the thing to do. 11 1 
Open-end interviewing with the 1949-1950 Department 
of Personnel and Administrative Division managers substantiated 
the concept of top management's support ~or the program. 
Nonetheless, during this early period of the Squad's history, 
more opposition than support greeted the activity ~rom both 
line and staff echelons. 
Too many junior and senior managers 
felt that talent should come up through the 
grass roots of the company and that broad-
casting was far too complex to warrant any 
0' • c_it. 
1Interview with Mr. De La Ossa, December 20, 1957, 
type of training program. This very idea of 
complexity naturalfY creates a greater need 
for such training. 
Particular apathy was encountered in the Radio 
Division, from the office of the vice president for radio 
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operations and executives in the owned and operated stations. 
Open-end interviewing has revealed that certain managers in 
these areas were so violently anti-management training, they 
openly refused to interview trainees picked for final selec-
tion. Certain managers naturally believed attention would be 
drawn from radio network operations and the future value of 
this media as a network income might fade. Realization of 
I 
this is seen in the fact that eighty-three percent of beginning 1 
placement from 1949, 1950 and 1951 Squad graduates was not in 
a radio network production, programming, or administrative 
function. 
Then, as now, there actually was never a complete 
understanding as to what the program would supply, and if the 
known departmental requirements took precedence over What 
trainees thought they would like to do. A 1950 Department of 
Personnel Placement Officer, now employed in the Television 
Network Division, stated: 
1Ibid. 
There was some confusion, then, and 
there is even more confusion now, if the 
Squad was to supply staff and line managers, 
sales personnel and sales managirs, or 
creative and talent executives. 
Training methodology. It was the original intent 
of Squad designers to provide material for a fifteen month 
training activity which would cover all aspects of network 
organization and operation. Plans provided on-the-job train-
ing with task assignments in areas ranging from continuity 
I 
acceptance to talent casting, from labor relations to national 
sales promotion. A training manual was designed and printed 
to provide trainee orientation to network functions. Space 
for trainer evaluation of the trainee and for trainee report 
writing and evaluation of the Management Training Squad was 
also included. The training manual had a short life of less 
than two years. 
The manual was dropped primarily because 
we discovered it to be an ineffect_ive tool due 
to poor design and a lack of cooperation from 
department heads in working with the training 
manual.2 
In an attempt to discover why no suitable training 
manual was developed after the first fiasco, this writer met 
with little success. Answers from staff and line executives 
contained overtones of not knowing that any manual ever did 
1Interview with a Television Network Division 
manager, December 19, 1957. Anonymity requested. 
2Interview with Mr. De La Ossa, December 20, 1957, 
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exist. When answers were given, one of three points were 
provided: (l) the network, not wishing to publicize the 
program, bad not developed manuals for fear of circulation 
throughout the industry and. college placement offices, (2) 
too many officials had to be pleased before any final product 
was realized, (3) because activities of a training program 
are tolerated under excess tax structure as a business loss, 
tension might result from added frills. A fourth reason, 
suggested by only one executive of the Personnel Department, 
is by far the soundest: the volatile nature of the National 
' Broadcasting Company, organization wise, would not permit a 
manual that would be effective and tactually correct for 
longer than a year. 
A unique tour-step training methodology characterized 
the first three years of the program. 
1. Trainees were first given a complete 
orientation of the company and tbe 
place of NBC in the industry of 
which it is a part. 
2. The trainee was next oriented on an 
individual basis to the department 
in which he was especially interested 
from a career viewpoint. · 
3. On-the-job training throughout the 
entire network operation followed. 
4. Final assignments were scheduled in 
the department of the trainee's 
original choice, assuming he still 
was interested in working in the 
same area. 
L 
I 
l36 
1 With tina~ training in the department, greater acceptance and 
less antagonism resulted. The trainee's previous scope of 
learning, his training and ability were known; while at the 
same time, he wanted to make especia~ly "good" in his last 
department, where he would obtain his first post-training 
1 assignment. In this manner the Personnel Department, as often 
as not, was performing the £unction of placing the individual 
in familiar surroundings, rather than the trainee finding his 
way into any department as best he could. 
In the writer's opinion, step three, on-the-job 
training, had little formal structure. Admittedly the program 
was breaking ground and a highly disciplined program was 
difficult. With administrators of the Management Training 
Squad well aware of the defensive position in which they had 
been placed, trainees responded in a multitude of directions 
without formal guidance. The program offered considerable 
latitude and therefore innumerable opportunities for the 
trainee to develop as he thought best. It was this very 
1 aspect of latitude, in the opinion ot the writer, which 
demanded £rom the trainee a sometimes insurmountable obstacle 
1 of convincing the department that he bad a purpose in spending 
his time with them. Because the program's structure was lax, 
a hesitancy existed among trainees as to how they could best 
accomplish their departmenta~ training objectives without 
creating a poor impression. 
,, 
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It is important to remember that the greater share 
or trainees from 1949 through 1958 have never completed the 
planned cycle or network activity, and literally most or them 
do not graduate as such, from a planned course of events. 
Rather, they ''graduate" or complete the program when an 
I 
I 
, I 
~ 
opening presents itself in which the trainee can wedge 
I 
himself, , 
I 
becoming a regular network employee. 
In spite of its many initial shortcomings, once the 
program became operative, the effort engendered enthusiasm 
among an important it trai:n.ing-minded 11 management group. With 
careful pre-planning, departmental vice presidents and 
directors informally sponsored each trainee so that an 
appraisal system could be developed. Through such an asso-
ciation, trainee-supervisor appraisal was encouraged on all 
levels of departmental operations to which the trainee was 
assigned. A beneficial relationship was established with 
the trainee having opportunities for counsel, advice and 
top executive association. 
~ NBC Reserve Unit ~ resulting chaos. As a 
direct result of Brigadier General David Sarnoff's interest 
in supporting the military reserve unit program, the National 
Broadcasting Company sponsored a unit, established early in 
1949, as a mobile broadcasting service. Meetings were held 
once every two weeks in Rockefeller Center studios, with 
summer camp requirements being optional. Approximately 
I' 
\ 
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fifteen months after the unit's organization, the Department 
of the Army required the group to be merged with a war reports 
writing team established with the !!! York Daily News. 
Young men from all network departments were 
encouraged to join the mobile broadcasting service for 
"political reasons." This simply meant meeting the "right" 
people and having an opportunity to improve company status. 
Graduates of the Management Training Squad and men in Squad 
training were especially encouraged to partake in the oppor-
tunity. Three Department of Personnel junior executives, 
including Ted Thompson, Manager of Specialized Recruiting, 
were active in this company extra-curricular. The 1949 and 
1950 Squads had graduated ten men, three of whom bad enrolled 
in the ranks. By 1951, the NBC Reserve Unit boasted thirty-
six officers and enlisted men. 
Following the outbreak of the Korean War, the NBC-
Daily ~· Unit was activated in March, 1951. Thirty-six 
junior managers, including Mr. Thompson, were called to 
active service. 
During the following fifteen months, the Management 
Training Squad suffered substantial setbacks. In the opinion 
of the writer,- there is strong reason to indicate that network 
stereotypes of the Squad, certain dissatisfactions, false 
impressions, and high turnover rate is partly attributable 
to circumstances of this chaotic period following reserve 
===----
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activation. The writer has evolved eight points of interest 
from open-end interviewing, opinion-attitude research, and 
general investigations of corporate developments in 1952 and 
1. From March, 1951 to September, 1953, 
the program was administered by no 
less than six Managers of Specialized 
Recruiting. 
2. The Department of Personnel had lost 
its most important middle management 
force behind the Squad program. Mr. 
Thompson had spent nearly three years 
creating a liaison web between the 
Personnel Department and the Network 
family. Much of this was on a 
personal basis. 
3. The greatest percentile of the thirty-
six man reserve unit were young 
managers in whose departments Squad 
trainees had been most welcome. These 
men were highly active in encouraging 
a management training awareness. 
4. All three 1949-1950 Squad graduates 
called to active service did not 
return to NBC employ because favor-
able . positions were not made available 
to them. 
5. T.he 1949, 1950 and 1951 Squads had 
averaged five men each, with Mr. 
Thompson selecting final candidates 
from which these three Squads were 
selected. With exception of those 
men taken for Korean service, turn-
over for this three year period was 
only eight per cent. 
Entrance requirements were obviously 
carefully controlled. 
II 
6. The 1952 and 1953 Squads had 
averaged ten men each with ~inal 
selection o~ the two Squads being 
done by an unknown number o~ 
Personnel Department managers. 
Turnover ~or this period, thirteen 
months a~ter graduation, was 
sixty-~ive percent. 
7. This writer believes more students 
were taken into the 1952 and 1953 
Squads not because o~ expanding 
television or radio needs, but 
rather through poor selection. 
The 1954 and 1955 Squads returned 
to normalcy with six men each. 
8. Opinion-a ttitude research revealed 
that 1952 and 1953 Squads obtained 
less training, had greater turn-
over, caused more departmental 
unrest in areas wherein trainees 
were place<;l, than any group either 
pr> eceding or ~ollowing them. 
Summary 
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There are three areas o~ ~ormalized training e~~orts 
in the National Broadcasting Company: The Controller Training 1 
Program, begun in 1955; activities o~ the Management Develop-
ment Program; and the Management Training Squad, begun in 1949. 
The Management Training Program is the network's 
e~£ort to create a management pool o~ young male talent, 
quali~ied to assume beginning management responsibilities in 
sales, programming and administrative line ~unctions. The 
program is coordinated through the Department o~ Personnel's 
Manager o~ Specialized Recruiting. In its nine years of 
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operation, program administrators have selected sixty candi-
dates to complete an orientation o£ the company, varying in 
length £rom eight months to £i£teen months. 
From its inception, the Squad has been equally 
hailed £or its junior management training e££orts and 
condemned £or ine£fective training and failure to recruit 
potential mana~ment material. 
The Korean War and activation o£ an NBC Reserve Unit 
caused considerable harm to the Squad's prestige, the 
£unctioning and training methodology o£ the program, and 
selection o£ trainees. In a £ifteen month -period following 
March, 1951, the Management Training Program was supervised 
by six managers, each 'with a training philosophy different 
£rom the others. 
The Controller Training Program was established to 
help meet the need £or young managers in £inancial and budget 
activities of the company. Still on a quasi-experimental 
basis, the program selects two persons every twelve months 
£or a complete departmental on-the-job-orientation. 
Two points which are unique with the Controller 
Training Program are that departmental executives encourage 
college recruitment o£ trainees, and salary structure £or 
trainees is appreciably greater than salary structure £or 
members o£ the Management Training Squad. 
Open-end interviewing among graduates o£ the 
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Management Training Squad and other middle management execu-
tives revealed a disturbing lack of knowledge and understanding 
as to the purpose and function of the Management Development 
Program. The NBC corporate activity is engaged in searching 
the network for potential middle and senior executive material 
to assume important staff and line responsibilities, and to 
help meet the training demand for such needs. Its systems of 
appraising staff and line leaders are highly complex and 
carefully detailed so as to include past, present and future 
per£ormance standards. 
Unfortunately, proper authority has not communicated 
with members of NBC middle management teams, as to the value 
and importance of the Management Development Program. As a 
result, Management Development efforts are not understood 
and development motives are misinterpreted. 
THE NBC MA~AGEMENT TRAINING SQUAD: 
IMPORT~CE OF OPINION ATTITUDE RESEARCH 
AND SELECTION METHODOLOGY 
Analysis of the Questionnaire 
Designed for the 
Management Training Squad 
t . 
An introduction to the !ools of opinion attitude 
research and the interview techniques employed on graduates 
of the Squad will be helpful in understanding how certain 
statements were derived. 
In developing a questionnaire designed for testing 
the opinions and attitudes of Management Training Squad 
personnel, considerable emphasis was placed on the evolution 
of the questionnaire through the research tool of open-end 
interviewing. · Such a tool permits the respondent to talk 
freely on a variety of questions related to the general topic. 
Unlike opinion attitude research conducted on a 
large scale, working in small group cells of NBC, establishing 
personal credibility with respondents, and permitting re-
spondents to take an active role, assures fuller cooperation 
through total understanding of the project's significance. 
The writer had detailed correspondence and interviews with 
Squad graduates and these persons took an active role in 
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helpLng to design the questionnaire. 
Construction of the questionnaire took the following 
form: closed-end questions wherein the · respondent selected a 
"yes," nno," or "no comment'i answer; open-end questions wherein' 
I 
the respondent was permitted to write his answers as would I 
best illustrate his attitude or opinion on a given topic; 
multiple choice questions wherein the respondent was given 
three or more answers as "suggested•; thoughts for answering 
a problem. In the multiple choice question, the respondent 
had the further choice of not selecting any of the provided 
answers by writing his own comments or observations in the 
"other 11 category. The fourth type of question utilized in 
the research was the selection-recall type, which permits the 
respondent to answer a question by choosing from an extremely 
long listing of short answers, recalling past training areas 
and experiences • 
This group dynamic approach of first having the 
Squad graduates provide suggested areas for questionnaire 
construction was most successful. Following the completed 
questionnair~, the text was pre-tested on three graduates of 
the Management Training Squad, to insure that all questions and 
possible choices for answers were clear and comprehensible to· 
respondents. t 
'. \ 
Seventy-seven percent of \the questionnaires were 
, returned. Not only was such an unusually high percentile 
,, 
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returned, but in most oases the respondents went to great 
lengths to answer questions and provide information that was 
not asked. All questionnaires were carefully indexed so that 
1
, sheets returned by interviewed respondents could be compared 
separately with interview attitudes, and further compared with 
the total questionnaire population. By mere coincidence, 
fifty percent of the questionnaires were returned by respon-
dents presently employed by NBC, while the other half repre-
sented Squad graduates who had been terminated or resigned. 
A population breakdown of the Squad is concerned 
with providing detailed information on the number of entering 
candidates, those who finished training, ~hose remaining in 
network employ, and persons who have. left the company. 
From its 1949-1950 Squad through the 1957-1958 Squad, 
NBC witnessed sixty men entering the program and fifty-eight 
I finishing. With one person resigning the Squad to enter 
theological seminary and a second dying in initial months of 
training, the total population then remains at fifty-eight 
persons. In February, 1958, four persons were still engaged 
in training (the 1957-1958 Squad); twenty-five were employed 
by the National Broadcasting Company; twenty-eight had left 
the services of NBC; one was on military leave: thus the 
graduates of the Management Training Squad numbered fifty-
four. Six months were spent investigating loo.ations of the 
twenty-eight men who had either resigned their positions or 
II 
I 
I 
I 
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been terminated. During this period, twenty-two former 
employees of the National Broadcasting Company were traced, 
living throughout the United States and Canada. The one man 
in military service was also located. Further statistical 
breakdown can be seen in Table 1. 
Careful attention has been given to every repre~ 
sented stratum of the Management Training Squad by interview-
ing every known subgroup: employed graduates, terminated 
graduates, graduates who resigned, graduates who continued 
L~ mass media after leaving the network, and graduates who 
chose occupational careers outside of mass media. In addition, 
Squad graduates from every Squad year were interviewed, as 
shown below. 
Year 
1949 
1950 
1951 
1952 
1953 
1954 
1955 
1956 
Number Interviewed 
4 
1 
1 
2 
3 
2 
1 
2 
Interviews were based on random selection of the 
New York City, Boston, and Cambridge, Massachusetts, Squad 
graduate population. Three trainees of the 1957 Squad (1957-
1958) were also interviewed without their being statistically 
recorded, as they had not completed all training. 
The questionnaire, redesigned four times and 
pre-tested once, is included in the Appendix. Of the 
II 
11. I 
, 2. 
13· 
r4e 
I 5. 
16. 
7. 
8. 
9. 
D.o. 
TABLE 1 
NANAGE1'1ENT TRAINING SQUAD 
INTERVJEWED RESPONDENTS 
Strata Sample 
Total population 54 
Non-~ffiC population without known 
addresseso (including military) 29 
Non-1~ population without known 
address es traced 22 
Interviews conducted with grad-
uates of the Training Squad 16 
Interviews conducted with NB:l 
employed graduates 8 
Interview:s conducted with non-
NOO employed graduates 8 
Non-NOO employed graduates who 
resigned I6 
Interviews conducted with non-
N.EC employed grad. , resigned 4 
Non-NBC employed graduates who 
were terminated J2 
Interviews conducted·with non-
NOO employed grad., terminated 4 
Percentage 
72% 
30% 
32% 
27% 
25% 
I 
I 
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seventy-seven percent questionnaire return, exact~y half o£ 
the respondents were employed by NBC while the other half had 
either resigned or been terminated. 
Some Thoughts on the Selection 
of Squad Graduates 
In the National Broadcasting Company's junior 
management training program, selection is vital~y important: 
1 the employee has not been hired to do a specific job and 
future availability of job openings often has litt~e to do 
with the trainee's ~ediate or potential qualifications. 
Primari~y this trainee is selected because he has the manage-
ment potential which can be developed, observed, and matured 
, during the training process. 
Former Manager of Specialized Recruiting, Charles G. 
Hicks, Jr., pinpoints the necessity of careful trainee 
selection: (1) proper selection of the Squad trainee wi~l 
minimize the need for disciplinary action, {2) will promote 
teamwork and (3) morale, {4) enhance the prestige of the 
department which did the hiring, (5) obtain greater production 
' per man-hour, and ( 6) lessen the time required for the 
teaching of fundamenta~s. Most important of all, proper 
1 
selection will (7) reduce turnover of Squad graduates. 
Mr. Hicks believes selectivity to be of specia~ 
1rnterview with Charles G. Hicks, Jr., former 
Manager of Specialized Recruiting, December 18, 1957. 
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1 importance because the trainee creates an a££irmative or 
negative impression within the corporate structure. Managers 
and supervisors judge both the management training activities 
and the Department of Personnel's ability to administer the 
Squad via the type of candidate. 1 
Department o£ Personnel of£icers are no more 
insistent today, than prior to 1953 (the year of Mr. De La 
Ossa's responsibilities in WRCA), that young men entering the 
program be more concerned with management problems rather 
than immediate talent or creative goals. Vice President £or 
Personnel, B. Lowell Jacobsen, explains the network's position 
in this regard: 
While the basic objectives of the 
Management Training Program is the creation 
and maintenance o£ a controlled reservoir 
of well developed administrative personnel, 
still any young men meeting certain quali-
fications may be considered for the program. 
Many o£ the candidates, who have expressed 
interest in the creative aspect of radio 
and television producing-directing, have 
been considered in our final selections, as 
well as those who are primarily interested 
in the administrative and sales aspects of 
our business. 
It may be true that a junior executive 
training eff~rt in many industries looks for 
the administrative-sales type of trainee 
principally. I feel that in the broadcasting 
industry many of our future executives must 
have an interest in the creative aspect of 
producing or directing as they may be in 
talent administration where such an interest 
1Ibid. It should be noted that Mr. Hicks has served ' 
in the position of Manager, Specialized Recruiting, longer 
than any other executive, from August, 1953 to March, 1958. 
= 
is vital and important to their executive 
position or decisions. 
However, one important point must be 
made clear as regards the step by step devel-
opment from management training to creative 
assignments. Many young men ass~e positions 
as Unit Managers, a task which demands talent 
administration through close association with 
producers, directors, and artists; while the 
same task necessitates business administration 
through working with budget requirements, union 
and non-union labor, promotion, publicity, 
programming and legal departments. 
From the time a management trainee may 
move into a regular position in the Unit Managers 
area, he needs to exercise both administrative 
and creative talent so that he may work his way 
up to a Senior Unit Manager's position. From 
thence, he may be ready1to assume the duties of a Producer or Director. 
Harvard Business School teacher and industrial 
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consultant, Kenneth Andrews, believes, "there is some merit 
to the hypothesis that selectivity for a broadcast training 
program should be partly determined by the applicant's 
previous professional business experience. n 2 
Elizabeth Haglund, Coordinator of Program Services 
lLetter dated June 19, 1958, from B. Lowell 
Jacobsen, to this writer, 2E• ~· 
In regard to Mr. Jacobsen's commentary regarding the : 
unique qualities of the Unit Manager System, it should be noted 
I that the activity is a direct outgrowth of the Management Squad 
training. William V. Sargent, NBC Director of Participating 
Programs, devised the system in 1949 whereby management 
trainees could be slotted into assignments demanding both 
creative and administrative responsibilities. Mr. Sargent's 
Unit Manager concept has been in successful operation ever 
since. 
2Interview with Mr. Andrews, September 18, 1957, 
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for television at NBC, suggests a fundamental motivating 
force which should be considered in selection, regardless of 
any broadcast management training "slant:" 
Since the broadcasting industry is a 
complex of commerce, public service and enter-
tainment, its managers, both at intermediate 
and top level, should be at home in the world 
of ideas and entertainment as well as in the 
business world. At NBC, an executive's ability 
to work effectively with people of different 
te~peraments ~nd drives - writers, accountants, 
directors, salesmen, statisticians, designers -
is also fundamental to successful job performance. 
These points should be kept in mind when 
selections are being made for a management 
training program in the broadcasting industry. 1 
In speaking of successful job performance, Miss 
Haglund further suggests: 
The real purpose of training should be 
better performance on the job. 
Job performance is not training. There-
tore it becomes necessary to judge a man's 
capacity and his ability to absorb facts and 
relationships before he assumes an active 
departmental role.2 · 
RCA Personnel Research Manager Patrick C. Farbro 
provides an important key to the dilemma of selecting Squad 
trainees: 
The employment interview situation is a 
tense and disjointed repartee and has not become 
a validated interview technique per se. Too many 
lr.etter dated 28 May, 1958, from Elizabeth Haglund, 
Coordinator Program Services, Special Projects, to this writer. 1 
2Interview with Miss Haglund, October 25, 1957, 
organizations place overemphasis on these 
interviews and fail to either know or recall 
the atmosphere in which the personality will 
be working or training. 
In spite of what they may say or do, 
many personnel departments are not selection 
oriented, setting up wrong judgments for the 
man whom they are interviewi~g.' They fail to 
recall past errors of placing similar c~di­
dates in the same job or training area. 
Interviewing the Training Squad 
Applicant 
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Procedures !2!: initial Squad selection. For the 
past five years the NBC Management Training Squad has averaged 
seven hundred applicants for each year's program. Candidates 
are exposed to their first interview following comple,tion of 
the "National Broadcasting Company, Inc., Application for 
Employment, 11 Personnel Form 3A 8-50. The initial placement 
interview (although literally not a placement interview), like 
the application for employment, is standard operating pro-
cedure. All applicants for Network beginner positions are 
' . 
required to take the Wonderlic Personnel Test and the Minnesota 1 
Clerical Test. Both are standard personality and performance 
testing tools in thousands of American corporations. 
Upon successful completion of these preliminary 
requirements, the would-be management trainee is interviewed 
by the Manager of Specialized Recruiting. 
llnterview with Patrick c. Farbro, Manager of 
Personnel Research, the Radio Corporation of America, 
October 24, 1957. 
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In cooperation with the American Management Asso-
ciation, Charles Hicks, Jr., developed a rating scale for 
recording interviews with Squad applicants. The applicant 
is .rated in seven categories: 
1. Judgment. "Does he appreciate the 
relative value of important and un-
important material? Is he diplomatic 
in what he says and does?" 
2. Initiative. "Does he often as not 
impress you as having drive and force? 
Will he inspire confidence and respect? 
3. Leadership. 11 Has he a past record of 
successful leadership?" 
4. Well-informed in his major field. "Can 
he talk intelligently about what he has 
been studying and doing?" 
5. Self-expression. "Are his statements 
clear and simple? .Does he use good 
English?" 
6. Ease and manner. nconsider his ability ·· 
to conduct himself .appropriately in the 
interview. Is he receptive? Does he 
make a valuable contribution? 
7. Appearance. "Does he impress you? 
Consider his facial explession, 
physiqlle and carriage." 
Each of these seven categories has five selective 
areas which permits the interviewer thirty-five distinct judg-
ments. In the opinion of the writer, the appraisal tool is an 
excellent example of personnel management organization. 
In addition, fifty statements are provided which 
might be made concerning the man in question. These items 
1Rating Scale for Recording Interviews with Applicants, 
NBC Department of Personnel, (mimeographed), pp. 1-2. 
range .from "talks disrespectfully of f'ormer employers" to 
11 is a careful and systematic thinker. 111 The fifty simply 
worded statements are necessary and informative queries, 
providing a completed picture of the applicant. 
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Training procedure .for .final Squad selection. The 
final group of about .fifteen candidates, selected by the 
Manager of Specialized Recruiting, is required to go through a 
.final sequence of interviewing and testing. Applicants take 
the SRA Primary Mental Abilities Test, the Thurstone Interest 
Schedule, and the Thurstone Temperament Schedule. 
There are no professional psychomatrists employed by 
the National Broadcasting Company. Placement officers of the 
Personnel Department have a background in industrial psychology 
and experience in working with NBC testing tools. Testing 
policy of any company is naturally subject to considerable 
debate. 
Barton Hickman in a June, 1957 Television magazine 
article on the value of executive testing, does suggest that 
too many testing tools are "rigged" .for the medioc.re man and 
not .for potential executive timber. "The result is that the 
exceptional man, the man who instinctively starts hunting .for 
a better way to do any operation, will be trapped by the tests 
. 2 
and marked as unstable, a potential boat-rocker." 
l Ibid., p. 3. 
2Barton Hickman, "How to Cheat on Executive 
Personality Tests,,. Television magazine, June, 1957, p. 52,. 
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Interview procedure for final Squad selection. 
Neither the Vice President of Personnel nor the Director of 
Personnel interviews final candidates. Executives who 
interview final Training Squad applicants vary from year to 
year, with selection of the men, for the most part, being 
determined by those most able to evaluate trainees who are 
1 interested in their own area of operation. 
For the highly important final interview process, 
any attempt to match the supposed interests of Squad candidates 1 
with similarly qualified NBC executives is, in the opinion of 
this writer, a mistake. Individual case history research 
revealed that fifty-five percent of selected trainees from 
1949 through 1958 had never had any broadcast or mass media 
experience prior to NBC employment, and of the remaining 
forty-five percent, only twenty percent had experience which 
' could be classified professional enough for the recruit to 
know the total functions of the industry. Furthermore, case 
1 
study showed that eighty-two percent of final trainees from 
1949 through 1958 had never had any experience in formal or 
informal management training of any nature. Questionnaire 
data established the fact that only thirty-five percent of the 
Squad population obtained their first post-training assignment 
in the area of pre-training interest. 
The Personnel Department's "NBC Management Training 
1rnterview with Mr. Hicks, December 18, 1957, ~·~· I 
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1--Program Rating Form11 is supplied to all executives who take 
part in the final selection interview. The five general areas 
of consideration: general impressions, job approach, exper-
ience, education related to job interests, and personal audit, 
provide an incomplete seventeen-point checklist. 
General Impressions: 
Neatness and grooming 
Vitality and health 
Poise, ease of manner 
Agreeableness, cooperativeness 
Job Approach: 
Immediate plans well formulated 
Future plans well formulated 
Realistic goal in terms of NBC jobs 
Experience: 
Amount of experience 
Quality of experience as related outside NBC 
Consistency and progression of experience 
Education Related to Job Experience 
Personal Audit: 
Mental Alertness 
Leadership qualities 
Force and drive 
Capacity for growth 
Initiative in conversation 
General cultural level 
Diction, vocabulary, self-expression. 1 
Each of the seventeen items are numbered one through 
five, with five being the highest recommendation in each 
category. Interviewers may write additional comments re-
1 garding the candidate's selection. 
~BC Department of Personnel form, 1074, mimeographed. 
r 
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There is no standard set o~ questions provided each 
interviewer. In recent years, Manager Hicks has had to 
evaluate the ~orms from his personal knowledge of executives 
conducting the interview. General interviewer apathy, the 
standard "lack of timeii complaint, and all-around disinterest, 
have prevented the use o~ such meaningful and valid tools as 
the previously examined American Management Association's 
"Rating Scale for Recording Interviews with Applicants. 11 
The six overall standards for candidate selection: 
college background, NBC personnel testing tools, management 
potential, noverall merit, 11 professional quali~ications, and 
exertion of political i~luence, are highly flexible. Each 
year the various standards are appraised dif~erently, as the 
writer has established from an analysis o~ personnel records. 
Knowin~ full well the great inadequacies of final 
interviewing procedures, Personnel Department Manager Hicks 
has suggested an interviewing committee be established. This 
would permit a high quality panel o~ executives, who once each 
year could more objectively and thoroughly pass judgments on a 
band~ul of potential NBC _talent. Such an interviewing 
committee has never evolved. 1 
In determining the number of trainees to be 
selected each year for our Training Squad, we 
try as nearly as possible to forecast our needs 
~or the ~ollowing year in order that we may not 
bring2in more men than we can place in suitable jobs. 
lrnterview with Mr. Hicks, March 27, 1958, ££• £1!• 
2Letter dated September 26, 1957, from Mr. Hicks, to 
=====~~s=w!!.:r~iter o_ • c_i t. 
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In recent years this number has been determined by 
the Vice President, Personnel, with final approval by the 
Vice President, Administration. 
Differences to be found in current and past selection. 
The discipline of a formal essay, no longer required of final 
candidates, perhaps makes Squad selection a more difficult 
task than in previous years. Prior to 1953, the highest placed 
executives in the Department of Personnel would interview the 
final candidates. This is no longer done, today. 
An important correction made in the past five years 
of candidate selection has been to place an equal stress on 
persons with non-business graduate degrees and non-Ivy League 
' pedigrees. In summing up the attitude of the Personnel 
Department, Charles Hicks states, "Certainly young men who have 
a business and management aptitude do not limit themselves to 
business school graduates .•• 1 
Mr. Hicks attended the University of North Carolina 
and Duke University; Vice President for Personnel, B. Lowell 
Jacobsen, Northwestern University and North Central College; 
H. 0. Lumb, Director of Personnel, the Massachusetts Institute 
of Technology. It can be suggested that such an influence has 
permitted a non-favoritism policy. 
From 1953 through 1958 the following undergraduate 
schools have been represented: University of Wisconsin, Siena 
College, Princeton University, Tufts University, Columbia 
1rnterview with Mr. Hicks, March 27, 1958, ~· cit. 
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University, Babson Institute, University of West Virginia, City l 
College of New York, Drexel Institute, Amherst College, Duke 
University, the Johns Hopkins University, Oberlin College, 
North Carolina State College and the University of Florida. 
From 1953 through 1958, the following graduate schools 
were represented: the Sorbonne, Paris; the Maxwell School of 
Business Administration, Syracuse University, Columbia Graduate 
School of Business Administration, and the Columbia University 
School of Law. 
The yearly age differential of trainees has been 
1 carefully controlled by Squad administrators with a high, of 
33 years-old, a low of 22 years-old, and a median of 26 years-
old. A year by year breakdown shows the following: 
Year Average Age 
1949 25 
1950 28 
1951 27 
1952 26 
1953 27 
1954 25 
1955 26 
1956 25 
1957 26 
The factors of nepotism and Squad selection can be 
labeled a minor problem. It does exist, but to what degree 
can never be fully determined. The factors are twofold: 
unofficial word either comes to the attention of Personnel 
Department executives, including the Manager of Specialized 
1 Recruiting, that a certain young man taking his preliminary 
Management Training Squad test and interview sequence is a 
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~ personal friend of Mr. Such-and-Such; or the contact may wait 
until the young man has reached a level of being one of the 
final fifteen for consideration on the Squad. Mr. Such-and-SucJ 
may be one of dozens ot NBC vice presidents, Board members 
ot NBC or RCA, or highly placed friends of important 
advertising accounts of the network. 
One placement officer, since moved to another compant 
capacity, managed to take a firm position in such matters: 
I would often have a long telephone 
conversation with the referrer who managed 
to get the boy's foot in the Department's 
door. Having done a thorough. job of talking 
with the referee and then his patron, you can 
face up to your task better. Especially it 
the boy was not for us. 
This approach reduces a patronage 
policy while it still leaves the door open 
to understanding, better human relations, 
and further considerations.l 
In interviewing Training Squad graduates, those who 
entered the program through patronage were not at all reluctant ! 
to admit this teat. Those who did not enter the program via 
such methods were convinced that it the referee was not 
potential management material in the first place, following 
his regular network placement, his incompetency would appear. 
At this time he would be shown no further favors. 
Employee research has definitely established the 
weight of political consideration in the 1950, 1952, 1953, 
1954 and 1956 Squad years. 
1Interview with a Supervisor of the Television 
Network Division, December 20, 1957. Anonymity requested. 
Squad Selection as Viewed Through 
Opinion Attitude Research 
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Management Training Squad graduates are . extremely 
critical of selection methods for the Squad. In every case of 
interviewed respondents, all were highly critical from their 
personal experiences of having been exposed to the interviewing, 
testing and evaluation processes. Squad graduates who con-
tinued their criticism are those young managers who have 
themselves volunteered to interview applicants in the hope 
that numerous selection shortcomings which they experienced 
may not be repeated on incoming candidates. 
Although the following example may be atypical of 
reactions, there is strong evidence to indicate this final 
candidate, an employee of the Columbia Broadcasting System, 
who desired NBC Squad training in 1957-1958, might well express! 
an opinion of many young men: 
We were supposed to have about half an 
hour with each of the senior executives who 
interviewed us. It worked out that we had some-
thing like ten minutes. The General Manager of 
WRCA was friendly and easygoing and I felt very 
comfortable with him. Others were quite bad. 
The wonder of it all was that there were 
people like this who managed others. I have 
particular reference in this case to the Vice 
President of ____ , who after clearing his throat 
for a few minutes and making me sit in his office, 
asked me a standard set of questions, the answers 
to which were right in front of him on the appli-
cation sheets. And he knew itl He didn't know 
just what to do, nor did I. So I sat there and 
tried to look impressed as hell.l 
lrnterview with a member of the News Department, the 
Columbia Broadcasting System, December 18, 1957. Anonymity 
requested. 
162 
= 
The above gentleman is now assigned as a news writer to a 
CBS network program. 
A 1949 graduate claimed his three interviews were 
"completely worthless. 111 A 1953 graduate stated, 11 During our 
interviews and final orientations, we came to the realization 
it (the Program) was something entirely different than we had 
read, or been led to believe through previous 1nterviews."2 
A 1954 Squad graduate emphatically suggested: 
The entire selection process needs to 
be changed. When I resigned, I pointed this 
out in a lengthy letter to mutual network 
associates and my superiors. Vi.hen it gets 
down to the final fifteen, the Manager of 
Specialized Recruiting has to go around asking 
whomever he can find to serve as interviewers. 
The Personnel Department provides little coop-
eration in supporting the Manager in his 
search for quali~ied interviewers on a senior 
executive level. 
A 1955 graduate found what he termed an "alarming 
situation:" 
I found my own training companions, as 
well as future trainees with whom I talked, 
creating an excellent first impression. But 
when it came to performing under pressure, 
it was all too obvious they couldn't deliver 
the goods. Perhaps they were not first rate 
~he Squad population has been assigned a Greek 
Alpha number and a Squad year number following. This assures 
ready identification and complete anonymity. Interview with 
Zeta ~ine, October 29, 1957. 
2Interview with Alpha Three, October 30, 1957. 
3Interview with Zeta Four, July 10, 1957. 
_J 
I 
I 
because they were not selected with first 
rate standards.l 
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Questionnaire respondents were asle d, "On what basis 
do you believe the Personnel Department accepts trainees into 
I the Management Training Squad?" This question was not scaled 
so the widest variety of answers could be reviewed. Certain 
respondents itemized a list of entrance requirements, while 
others wrote lengthy paragraphs. Squad respondents only 
assume the real basis of trainee selection. It might be 
suggested that poor internal communications and haphazard 
training further complicates the trainee's stereotype regarding 1 
his own selection. 
Answers to the question included: 
1. "An enlightened understanding or the 
objectives of the Program for and to 
the company and the individual in-
volved. This to a greater extent 
than any other matter." A 1949 
respondent: employed. 
2. 11 0n the basis of merit as they see 
it - with no doubt some extra in-
fluences other than merit creeping 
in once in a great while. I am 
impressed with the great length they 
go to interview and screen the list 
down to the small number who make 
the Squad.u A 1951 respondent: 
terminated. 
1rnterview with Gamma Five, July 10, 1957. 
Readers should remember that interview respondents 
were randomly selected. When there appears to be an inten-
tioned pattern to the quotes, weighing the material to one 
viewpoint, it is not deliberate. Every effort has been made 
to present a rounded analysis. 
3. "Education - preferably Ivy League. 
Then personality and character." 
A 1952 respondent: employed. 
4. 11A conventional organization man 
acquired through personal request 
of NBC executives." A 1954 
respondent: employed. 
5. 11 In order of their importance: 
a. Political pressure. 
b. Applicant's ability to 
sell himself'. 
c. The clean cut American. 
d. Answer the correct questions 
on exams and interviews. 
A 1955 respondent: employed. 
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All questionnaire respondents mentioned one or more 
of eight characteristics. To be sure, one characteristic 
might be synonymous with another; however, no consideration was 
given to combinations of any kind by this writer. Statistical I 
. analysis is based on the recorded impressions. 
QUESTION: On what basis do you believe 
the Personnel Department accepts trainees into 
the Management Training Squad? 
1. Interest in business and management 
potential: 44% 
2. Personality: 37% 
3. Contacts and "pull: 11 37% 
4. Testing and overall intelligence: 
5. College background: 37% 
6. Executive interviewing: 20% 
7. Professional experience in radio 
and television: 9% 
8. Other work experience: 7% 
37% 
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What is especially startling, in this writer's 
opinion, is that not more than rorty-rour percent believe 
management potential to be a judgment, and only nine percent 
believe radio television experience an entrance criterion. 
Summary 
The writer has round that throughout the entire 
history or the Squad, the process of final selection by 
interviewing and testing has always lert much to be desired. 
The entire process of final selection is subject to gross 
errors, leaves a poor beginning (and, to be sure, lasting) 
impression on trainees. Poor selection provides substantial 
grounds for network executive criticism. 
Managers of Specialized Recruiting have always found 
great difficulty in providing qualified Network executives 
for the time required to conduct an interview. This is not 
I so much an actual problem in being too busy, but rather a 
serious problem in "selling" management on the value of the 
Training Squad. The task of approaching some company execu-
tives is made doubly difficult because they object to 
"upstarts" entering the business. They are also aware that 
some candidates will be selected through favoritism and 
nepotism, regardless of interviewer recommendations. 
Proper selection of the trainee is of the utmost 
importance, for he is not hired to do any one specific job and 
1 his training period is long and, often as not, repetitious 
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and monotonous. Selection is also vital to the program itself, 
for department supervisors and managers judge the Department 
of Personnel's ability to successfully manage the Training 
Squad as represented via the trainees. 
Final interviewing techniques do not permit accurate 
and meaningful selection of Squad candidates. Senior and 
junior executives of the network are asked to interview 
applicants and record their impressions of the individual. 
There is no standard set of questions, nor is there any one 
judgment on how best to determine the qualifications which 
are being judged in the interview situation. 
In its first years of growth, Squad administrators 
failed to properly communicate with the network family, 
explaining why the program was needed, what it intended to 
accomplish, and how. This failure at communications has 
continued, and has created in some ranks a distrust of the 
program per se and the program's administrators. It has 
further caused apathy in certain departments which have 
remained aloof and defiant, cooperating with the program's 
training activities only because of 11 apple polishing." 
Since 1953, Squad administrators have expanded the 
basis of candidate selection from the Ivy League concept to 
an impressive variety of New England, Southern and Midwestern 
colleges and universities. There has been a new emphasis in 
selecting postgraduate degrees in the humanities and not merely 
law and business administration. 
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Opinion-attitude research has indicated that program 
administrators have apparently not geared certain aspects or 
1 training to the future needs of Squad graduates. Research has 
suggested that one Squad year is more thoroughly trained than 
another. Once young managers reach a certain level of re-
sponsibility in NBC staff and line functions, they are most 
anxious for further knowledge in Squad training areas where 
they acquired only a partial exposure. Such areas where 
, greater knowledge was desired included network administrative 
functions, union and non-union employee problems, the role of 
the advertising agency in NBC, problems of personnel turnover, 
and wage and salary administration. 
I 
I r - . 
i 
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CHAPTER VII 
THE NBC MA~AGEMENT TRAI~ING SQUAD: 
TRAINING METHODOLOGY 
Stated Mission o~ the Squad 
In the detailed eight page Squad prospectus supplied 
to all persons interested in the Management Training Squad, 
the activity's purpose is stated as ~ollows: 
The candidates are trained in practical 
techniques ~or handling both general and 
specialized administration responsibilities to ·. 
meet the ever changing demands of the broadcast-
ing industry and are generally informed of all 
aspects of the Company's operations. The broad 
objectives of the program is to create and main-
tain a controlled reservoir of well developed 
administrative personnel. 
Interest in the program has consistently increased. 
Despite the fact that neither publicity nor on-campus 
recruiting existed, in 1957, NBC received over eight hundred 
Squad applications. 
Most of the applicants are referred to 
us by college placement officers, who know of 
our training activities, but many applicants 2 are referred to us by employees of NBC and RCA. 
1The NBC Management Training Squad, 1957-1958 (New 
York: NBC, 1957~p. 1. Hereafter referred to as Prospectus. 
21957 ~1 Report to Management," Hicks memo, ££• ill· 
168 
169 
Squad Curriculum 
Operational structure and flow-chart. From its 
original program design of twelve to fifteen months' training 
to a nine to twelve month period during the mid-fifties, 
training content is now designed to give a minimum of eight 
months 1 exposure. 'iWhere post training assignment may require 
an unusual amount of highly specialized knowledge, the 
training may be extended to a maximum of twelve months.u 1 
A carefully plotted flow chart, maintained by the 
Manager of Specialized Recruiting, permits immediate surveyance ! 
of the trainee's progress in the program: what departments 
he has visited and those remaining. As designed, each member 
of the Squad will, nat the end of eight months have received 
training in all areas 11 of the National Broadcasting Company's 
1 junior executive training effort, comprising thirty-eight 
departmental functions in eleven different corporate operations r, 
I' via the following sequence: 
Network Program Operations: 6 weeks. 
1. Administration 
2. Talent, Package Programs, Casting 
3. Radio Network Programs 
4. Television Network Programs 
5. Public Affairs 
6. Participating Programs 
Network Production Operations: 4 weeks. 
1. Program Operations 
2. Production Operations 
3. Plant Operations 
lprospectus, ~· cit., p. 1. 
Network Sales Operations: 7 weeks. 
1. Administration 
2. Sales Traffic 
3. Advertising and Promotion 
4. Development 
5. Merchandising 
6. Sales . 
Station Relations Operations: 1 week. 
1. Contracts and Applications 
2. Station Representation 
Press Operations: 1 week. 
1. News 
2. Information 
3. Public Relations 
Research and Development Operations: 2 wee~. 
1. Planning 
2. Development and Research 
California National Productions: 6 weeks • 
1. Film Service, Publicity and Promotion 
2. Advertising, Promotion and Research 
3. Merchandising 
4. Sales 
5. NBC Opera Company 
Financial Operations: 2 weeks. 
1. Controller Departments 
Personnel Department: 1 week. 
1. Placement 
2. Records 
3. Wage and salary administration 
NBC Spot Sales Operations: 2 weeks. 
1. Research and Promotion 
2. Sales 
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Local Stations WRCA and WRCA-TV: 4 weeks. 
1. Program 
2. Sales Service 
3. Promotion 
4. Sales 
5. Business Office operations. 1 
Concurrent with the above on-the-job training, 
meetings are scheduled once each week covering subject matter 
of the previous week's training. Group discussions with 
representatives of NBC management are geared to give the 
trainee better and more complete understanding of the 
organization, and the function and vast responsibilities 
of each department. 
Other group dynamic discussions are led by the 
Manager of Specialized Recruiting to enable trainees to 
compare notes on individual progress, exchange information 
and make suggestions for improving the program's format and 
' methods. There are eighteen planned discussions covering 
the organizations, functions, servicing, policies, and 
controls of: (1) The Broadcast Industry, (2) The NBC Network, 
(3) Network Programs, (4) Network Production, (5) CNP, (6) 
Engineering and Technical Operations, (7) Owned and Operated 
1 Stations, (8) Staff Administration, (9) Network Radio Pro-
gramming, ( 10) Network TV Programming, { 11) Public Af'fairs 
Programming, (12) Network News and Special Events Programming, 
(13) Talent and Program Administration, (14) Network Sales, 
1 Ibid., pp. 3-4. 
(15) Station Relations, (16) Controllers, (17) Personnel 
Operations, and (18) Local Station Relations. 
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These discussions are not meant to be, nor do they 
take the place of, any kind of appraisal sessions. 
The intent of such an imposing program schedule 
should not be contused with actual accomplishments. To the 
casual observer every major aspect of broadcasting operations 
has been successfully integrated into a teaching and 1a arning- I· 
by-doing process. All too often, planned conferences and 
interchanges do not come about. As planned, certainly the 
above outlined "curriculum" meets every qualifications for 
trainees being 11 generally informed on all aspects of the 
Company's operations.'' As will be detailed in the remaining 
' pages of this chapter, a very major failing is that the program 
does not train candidates "in practical techniques for handling ; 
both general and specialized administrative responsibilities." I 
Curriculum shortcomings. It appears that regardless 
of the planned conferences and planned on-the-job training, 
certain management necessities are not thoroughly taught. 
When asked, "Please check the following trainee topics where 
further knowledge would have been of value to you in your 
getting to ,know NBC·," respondents indicated the following: 
1. NBC administration functions: 53% 
2. The role of advertising agencies 
in NBC operations: 64% 
3. Labor relations in NBC: 56% 
4. Problems in NBC Union negotiations: 50% 
5. Understanding the line functions 
in NBC: 44% 
I. 
6. Understanding the Staff functions 
in NBC: 44% 
7. Grievance problems and how to 
handle them: 30% 
8. Human relations and its effective 
use: 19% 
9. Job analysis and evaluation: 33% 
10. Public relations and how NBC uses 
this management tool: 44% 
11. The relationships of NBC to RCA: 38% 
12. Personnel turnover and how this 
factor affects line and staff 
functions: 42% 
13. Principles of supervision: 29% 
14. How to delegate authority: 19% 
15. The writing of staff reports: 19% 
16. NBC planning and development 
activities: 56% 
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The raw data of these management necessities is 
interesting enough, running as it does from a nineteen percent 1 
low to a sixty-four percent high. What appears to be particu-
larly alarming is that all items under the forty percentile 
level (with the exception of number eleven) are directly 
related to management methodology, and this is the precise 
area of exposure respondents appear most reluctant to accept 
for additional training. 
Nonetheless, additional training was wanted. In 
items seven, eight,, nine, thirteen, fourteen and fifteen, the 
percentile is low in comparison to other data. 
Possible reasons for such a low interest level in 
these areas could be that: 
1. Eighty-two percent of the total 
trainee population had never had 
any management, sales or personnel 
responsibility prior to NBC employ. 
2. The great m~ority of Management 
Training Squad graduates, employed 
in the Network, have not as yet 
been directly involved in areas 
demanding such management 
savoir faire. 
3. The seventy-five percent liberal 
arts background does not orient 
these employees to a management 
frame of reference without prior 
awareness and exposure. 
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If Squad trainees intend to be professional managers 
- and that is exactly what the Management Training Squad 
intends them to be - something seems to be lacking. 
Program administration. Administration of the 
program is divided into two distinct phases: 
A. The first seven months are designed 
to give on-the-job training in all phases of 
the Company's operations. During this period 
a determination of the individual's interim 
and long range job objectives is attempted 
through individual conferences. 
B. During the final month, specialized 
training, for those with determined objectives 
is planned and scheduled. Where objectives 
remain broad, the last month is planned and 
scheduled to provide additional opportunities 
for administrative experience in that area 
where the initial post training assignments 
will be made.l 
Although Phase A remains in the best interest of the 
trainee, and in fact has been followed and planned with careful 1 
consistency by Specialized Recruiting Manager Hicks since 1953, 1 
, Phase B is nearly non-existent. This in no way is a fault of 
the Manager. It does not exist primarily because trainees have 
1 
1Prospectus, 2£• £11., P• 2. 
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left the Squad, finding their own job _availabilities before 
final months have been reached. Phase B of the post-1953 era 
should not be confused with a s~ilar, although better 
organized plan, mentioned earlier in pre-1953 training. 
The comment of a post-1953 trainee, employed in the 
Unit Managers Department, illustrates Phase B: ''It is true 
the trainees are asked their preference areas when they 
started the Program, but we later realized there is a lack 
of unity in the direction of the program which does not permit 
a proper survey of network job structure.u1 
Individual case history research showed that forty-
eight percent of the total trainee population who graduated 
had never finished their 11 planned" course of corporate study. 
With nearly half of the population not serving the full 
training tour of duty, it is hardly safe to place any 
importance in Phase B. 
A mammoth administrative block in the program and a 
point universally mentioned by all respondents in interviews 
and questionnaires, is the major problem of farced placement 
1 and the frightening prospect of a Personnel Department's non-
job guarantee policy at the completion of Squad training. Such 
conditions are completely outside jurisdiction of the Manager 
of Specialized Recruiting, and stem directly from a Department 
of Personnel and Administrative Division policy. Not until 
lrntarview with Delta Three, December 20, 1957. I, 
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candidates have been accepted as trainees are they ini'ormed: 
(1) S.quad association provides i mpetus for trainees to make 
their own personal contacts, which in turn determines their 
job hunting prospects within the NetWJrk, and (2) the Depart- 1 
ment of Personnel, although utilizing its placement facilities, I 
does not guarantee trainee placement within the company, I 
I following eight to twelve months of orientation. Such a policy 
causes the trainee to 11 panic" after six or seven months, when 
he realizes he hasn't made the proper impressions, for he has 
been too busy learning. He accepts any job merely to stay 
employed in the National Broadcasting Company. 
When asked, 11Following the seventh month of training, 
1 
Squad members generally lose interest in the program," 
seventy-five percent answered, "agree; 11 seventeen percent 
e 
' said, "disagree; 11 while eight percent had "no comment." 
. " 
When asked, uFollowing the seventh month of training, 
1 Squad members generally are no longer interested in the 
program for they are preoccupied with finding a company job, 11 
seventy-eight percent answered "agree; .. _fourteen percent said 
11 disagree;n while eight percent had "no comment.n 
-. 
This negative approach and resulting deterioration 
of morale causes incalculable damage to the trainee's produc-
tive capacity and image of the program. Furthermore, such 
negative overtones, this writer contends, appears to create 
a poor impression in NBC staff and line management who question ~ 
the Personnel Department's methodology of running the effort. 
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It also provides a foundation for some managers being suspect 
of the Management Training Squad's vaJue. 
The following three interview commentaries typify 
trainee reaction: 
1. A 1954 graduate: resigned. 
The point was made very clear to 
us throughout the program that if 
we wanted anything worthwhile in 
the network, we would have to get 
it on our own. This kind of merry-
go-round is found in the Guest 1 Relations and Mail Room Departments. 
2. A 1955 gra~uate: terminated. 
We were_ all very disturbed by this 
method of placement, and all of us 
in our class began to investigate 
the idea of finding a _job after the 
first few months for fear of not 
getting anything.2 · 
3. A 1956 graduate: employed. 
A great negativeness exists because 
of this lack of desire on the Company's 
part to guarantee a job upon completion. 
This was a traumatic exp~rience all 
along the training road. 
" The reason encountered for continuing the policy is 
that trainees are budgeted to an eight month salary period. 
1 The sooner trainees "graduate, 11 the more money saved by the 
Department of Personnel - at least in theory. In truth, tens 
of thousands of dollars are lost through turnover, directly 
1Interview with Zeta Four, 2£· cit. 
2Interview with Beta Five, December 18, 1957. 
3 -Interview with Eta Six, December 19, 1957. 
I. 
I 
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resulting from forced job placement. This topic will be 
1 considered in Chapter VIII, ncase Studies of the Management 
Training Squad." 
• 
Certain executives contended that by forcing a 
trainee to look for a job, he obtains greater confidence in 
himself and his selling abilities, proving he can "go it 
alone • 11 The most logical reason for such a policy continuation 
is that four, five or six superior jobs may not be available 
during a single month in which the Squad members complete 
training. However, this is predicated on the idea that NBC's 
formal training program needs to wait for .trainee job avail-
abilities, rather than developing young managers to needs of 
specific tasks. 
Program flexibility. Trainees have always had the 
right, and been accorded the privilege, of altering their 
training schedule and the amount of time spent in various 
departments. Because the program's administration has mver 
stated that the trainee will accomplish 11x 11 amount of work in 
1 
"x" amount of time, if a Squad member does not feel he has 
adequately grasped the departmental functions and relations 
in his assigned time, or if he feels he needs to acquire more 
1 knowledge in an area that especially interests him, after 
expressing his desire to proper authority, he may stay on 
• 1 as he wishes. 
The following department on the trainee's tour of 
I 
r 
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duty does not expect him at any given time and has not prepared 
any specific tasks or materials that would be endangered by 
his late presence. It is quite easy for a backlog to occur, 
and at termination of the eight months' training, one member 
may well find himself three, four, or more departments behind 
his Squa~ colleagues. 
Individual members of the Training Squad naturally 
have various interests and it is not at all uncommon to have 
an entire Squad visit but half of the original complex of 
Network operations. These are bypassed through an individual's 
pleas of serving greater time in a 11 pet" department. 
It must also be remembered that many trainees leave 
the Squad prior to the eight month termination date, so that 
even a normal operational flow would not carry them through 
the completed cycle. 
There is great divergence of opinion as regards the 
value and effect of such flexibility. 
1. A 1954 graduate: terminated. 
I can sing nothing but laudator-y 
comments for the program's flexible 
operation. The idea that a trainee 
can carve his own niche and use his 
abilities and ambitions accordingiy, 
has a great appeal. Doing what you 
want, permits y~u to grow up in a 
business sense. · 
2. A 1956 graduate: employed. 
Although trainees enjoy exploiting 
the program, they do it for reasons 
l!nterview with Delta Four, December 18, 1957. 
other th?-n what may be best for 
them. Many of' us having the 
same interests were actu~lly 
competing against one another 
for a ·department's f'avor.l 
3. A 1955 graduate: terminated • . 
·The program lets you do what you 
want • If' they ,are training pro-
fessional managers this is no good. 
But who knows what they are train-
ing. I liked the plastic method 
only because I could stay away from 
areas which ha~ no bearing on my 
future career. 
It appears that trainees exploit the program's 
flexibility for personal reasons and gains, rather than the 
prospect of' preparing themselves for an overall management 
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exposure. It would also appear that the program does not 
provide for thorough exposure, as might be illustrated in 
comparing areas where trainees obtained training, with those 
areas where additional training was later desired. (See 
Table No. 2.) 
The overall question of' trainees understanding 
· important aspects of NBC operations is naturally part of the 
final analysis in understanding 11 practical techniques for 
handling both general and specialized administrative 
responsibilities. 11 
1Interview with Gamma Six, October 30, 19.57. 
2Interview with Beta Five, 2£· £1i• 
TABIE 2-
A COMPARISON OF SQUAD 'TRAINING ElCPOSURE AREAS AGAINST RESPONDENTS WANTING FURTHER KNONLEDGE 
.. 
AreAa of Training Exposure 
' 
. 
li The broadcast industry in 
the United States. 
2. Tlie place of NBC within the 
_ broadcast industry. 
3·; NOO Radio Network Pro.gramm-
ing. 
4. NBC Television Network -
Programming. -
5. Network Public Affairs 
. 
Programming. 
~. Network Production 
Operations. 
7.- Network News and Special 
EVen:ts Programming. 
B. Network Sales Operations. 
9. tletwork Plant Operations. 
10. N~twork Marketing Problems. 
11. N~twork Administrative 
Functions. 
J2. T:i:le Role of Advertising 
~ncies in NBC Operations. 
13o La!Jor Relat~ons In NBC. 
14 Pl:oblems In NOO Union 
• Negotiations. 
15 
].6 
• Understanding the Line 
Function In NBC • 
• Understanding the staff 
Function In NBC. 
17 
18 
19 
• Understanding the Company 
Budget System. 
• Understanding the Departmen-
tal Budget System. 
• Grievance Problems and How 
to Handle Them. 
20 • Human Relations and Its 
... -Effective Use. 
21 • Job Analysis and 
• Evaluation. 
o Incentive Programs. 
3. Problems of Wage and Salary 
Negotiations With Non-union 
22 
2 
Employees. 
4o 2 
2 
2 
Organization and Function of 
Station Relations. 
5. Organization of NBC Owned 
and Operated Stations. 
6. Organization of NBC 
Subsidiaries. 
7 o Public Relations and How NBC 
Uses this Management Tool. 
2 
B. Opinion-attitude Surveys and 
How NBC Uses this Management 
2 
Tool. 
2 9. The Relationships of NBC to 
RCA. 
o. New Products of RCA. 
1. New Departmental Services of 3 3 
3 2. Personnel turnQVer and how 
3 
3 
this factor affects staff 
and line functions. 
3. Principles of Supervision. 
4. r1ethods of vlork 
S:iJnplificationo 
3 5. How to Delegate Authority. 
36. The Writing of Staff 
Reports. 
, 
37. NBC Planning and Development 
Activities. 
Respondents· 
obtaining 
training 
.. 
l2 
16 
16 
21 
i 
14 
28 
15 
24 
18 
11 
19 
11 
13 
13 
13 
13 
14 
15 
2 
5 
11 
3 
3 
18 
22 
15 
8 
5 
15 
0 
6 
4!. 
0 
2 
4 
7 
Respondents Respondents Percentile 
wanting obtained wanting 
further ....._ training more 
knowledge knowledge 
15 33% 42% 
11 44% 30% 
16 44% 44% 
1- . 
/' 
. 2(.1 58% 56% 
J5j 38% 42% 
..:.. ~ ... 
..;.#; 
16 78% 44% 
21 42% 58% 
14 67% 38% 
8 50% 22% 
20 30% 55% 
19 53% 53% 
- 23 30% 64% 
.- 20 
18 -- % -
16 36% 44% 
16 36% 44% 
17 38% 47% 
17 42% 47% 
11 5% 30% 
7 13% 20% 
12 30% 33% 
13 9% 36% 
13 9% 36% 
12 50% 33% 
14 61% 38% 
14 42% 38% 
16 22% 44% 
16 13% 44% 
14 42% 38% 
5 0 13% 
l5 17% 4e% 
10 11% 28% 
7 0 20% 20% 7 5% 
7 D$ 20% 
20 20% 56% 
I il 
---
--
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When asked if such an understanding existed, fifty-
six percent stated 11 yes," while forty-two percent stated 11 no," 
with two percent having 1ino comment. 11 In the opinion of this 
writer, both "yes" and "no" statistics are disturbing only 
because a greater percentile does not believe they have 
acquired an understanding of network operations as outlined 
in the Management Training Squad Prospectus. Raw data to this 
question is naturally distorted and the fifty-six percentile 
should not be considered as an impressive indication. From 
a total analysis of the material, the writer would maintain 
that a greater percentile has an awareness of the network's 
production operations. On the other hand, the population does 
not have a grasp of the network's administrative operations 
or the functions of corporate structure. 
Methods Employed for Squad Training 
Departmental on-the-job training. 
Under the present concept of the training 
program the members of the Squad learn by doing, 
rather than through observation and lectures. 
Insofar as possible the trainees are given 
definite projects to work on in the various 
departments to which they are assigned, and it 
has been noticed that the interest and recep-
tiveness of each individual has been heightened 
by the feeling that he is participating in the 
actual work and contributing something of value 
to the departments in which he is receiving 
training. 
The on-the-job training is supplemented 
by weekly conferences which are presided over 
by various top-level executives in the 
company. During these meetings each 
executive outlines for the trainees the 
work of his own department as well as the 
relationships ol his department with others 
in the company. 
One method of developing keener interest when 
"weeklyn conferences are held, has been to encourage report 
'• 
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writing on departmental observations and evaluations. However, 
, the writing of reports is only suggested and there is no re-
quirement for such projects. While report writing is a 
carefully followed technique in industrial training programs, 
the National Broadcasting Company Training Program is plagued 
with special shortcomings in this development area. Some 
trainees write the reports on a volunteer basis, much the 
same as a cub reporter; others do not, and those who feel 
' 
they can benefit themselves by so doing are often belittled 
by Squad colleagues. 
The primary obstacle in Squad report writing arises 
from departmental fear that when a Management Trainee openly 
pursues such writing while on the job, he is performing an 
official function for the Department of Personnel or some 
Department head who desires to find out what is "really going 
on." Unfortunately this fear has some foundation, and the 
image which began this misthinking is a pathetic example of 
how a training program can be used for personal gain • 
. laeport;, .2:2· ill•, P• 1. 
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The case in question involved a pre-1953 Squad whose 
members were regularly assigned to a highly placed senior 
executive in a planning and development activity. On-the-job 
training £or Squad members assigned to this individual 
consisted or pro£essional snooping and report writing £or 
P&D managers. Trainees were sent into the various departments 
on the pretext or assigned tasks with the real purpose or 
gathering in£ormation as "impartial" observers on who was 
doing what. That the resultant reports were responsible £or 
the removal of the department head became general knowledge. 
A 1952 trainee now employed in Network Sales 
Operations stated: 
In an organization which at the time 
was, and is still, reorganization oriented, 
many departments took the attitude that 
trainees were spies and were sent by Personnel 
or Executive Development1to determine how people were £unctioning. 
Although nothing of such a nature has been discovered 
I by this writer which would involve post-1953 activities, Squad 
members still are on the defensive, not willing to experiment 
with sensitive departmental feelings. 
When a trainee enters his assigned department for the 
first time, he is introduced to the Director or Manager of 
each section. These men, in turn, introduce the young man to 
managers and supervisors under whom the trainee will work, 
supposedly receiving task assignments benefiting him and the 
1rnterview with Iota Two, .2.E,. ill· 
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department. As we .previously observed, the trainee does not 
necessarily arrive in eadh department at a ·specified time, and 
I 
by the same token, there is no specialized work assigned or 
· waiting for the Squad member. Thus he is either given assign-
' ments where he contributes to the status quo, or more often 
than not, finding a specific interest area, keeps himself 
1 busy. Certain departments are naturally more rewarding than 
, others; both from the viewpoint that the trainee is cordially 
received and that departmental members are most anxious to 
have him learn. 
During the first meetings, liaison is established 
1 with top ranking employees: persons who have "arrived" in the 
industry and in the National Broadcasting Company. Such a 
list is long and impressive with a typical example being the 
' Manager, Design and Scenic Art Production; Manager, Public 
Service Programs; Director, Research; Director, Station 
Relations, etc. 
Trainees are shuffled down the departmental chain 
of command and assigned to persons who have not "arrived, 11 
1
who are in bitter competition with one another in the depart-
, ment and the network generally. These persons are oftentimes 
not at all receptive to working with a young "upstart" who may 
very well take over the job he has come merely to observe. 
Tensions further arise from the fact that proper 
' authority is not informed of the background and qualifications 
of the trainee who is arriving for assignment. On certain 
occasions, Managers o£ Specialized Recruiting have made 
department heads aware of a trainee's background. But the 
information stops here. It is not uncommon to find that 
supervisors and section managers, being of the opinion that 
a trainee is totally virgin to broadcasting and business 
operations in general, believe a trainee does not deserve a 
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task assignment of any merit. Still another £alae impression 
is that trainees are sent into a department on the calling 
of being free labor. 
To overcome such hindrances, trainees must use 
extreme caution and prove their capabilities by acquiring 
assignments which they believe will aid them and impress 
superiors. Yet, their approach seems to be cautious and 
conservative. 
QUESTION: Are Squad trainees generally 
too aggressive? 
Yes: 6% No: 83% No comment: 11% 
QUESTION: Are Squad trainees somewhat on 
the defensive for fear of being too 'aggressive? 
Yes: 33% No: 61% No comment: 6% 
Interviewed respondents agreed that one's ability to 
11£eel out" the situation was of utmost importance~ 
A 1954 graduate: terminated. 
Personality plays a vital role. One 
had to be aware of working with temperaments. 
From a business viewpoint this was a strong 
point and most rewarding because be£ore the 
program we lacked poise, self-assurance and 
the knowledge o£ feeling at ease with business 
superiors and "big money11 men. Did we act~ally 
learn management techniques? Very little. 
A 1955 graduate: terminated. 
It really became a matter of personality. 
I, for one, found no door closed at any time.2 
A 1956 graduate: employed. 
If you have a sincere interest to learn, 
and prove it, members of the department will 
find the time to work with you. The idea that 
you are in the Program as being proof of your 
interest, is hardly a matter of concern to 
department employees.3 
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It must also be said that some tensions arise because 1 
trainees become 11 swell headed" from being selected for the 
Squad. Their pompous attitude endangers both themselves and 
, Squad colleagues. Trainees refer to this as a "royal feeling." 
A 1949 graduate: resigned. 
This touch of royalty is partly prompted 
by smugness and partly through the Personnel 
Department, in insisting trainees are some-
thing very special for being selected.4 
A 1956 graduate: employed. 
These trainees who run about with a royal 
feeling are not skilled enough to let the attitude 
go unnoticed. The training program placeg these 
men into somewhat of a false omnipotence. 
1Interview with Delta Four, .2:2· cit. 
2rnterview with Beta Five, 2£• cit. 
3Interview with Eta Six, 2£· ~· 
4Interview with Zeta Nine, 22· ~· 
5Interview with Gamma Six, 2£· cit. 
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There is little evidence to indicate that "royal 
attitudes" have become an alarming problem, although doubtless 
this is one more impression adding to the stereotype of a 
, Squad graduate and trainee. The shortcoming is a personal 
quality which needs to be corrected and not necessarily a 
fault of training philosophy or doctrine. 
Opinion attitude research revealed the great majority · 
of Squad graduates do feel more qualified to accept both 
initial jobs following graduation, as well as jobs beyond 
their initial post-training assignment. 
QUESTION: Did you feel qualified in 
your first NBC job after leaving the M.T.S., 
or not? 
Ye~: 70% No: 19% No comment: 11% 
QUESTION: In your past positions with 
NBC, did you feel more qualified because of 
your past M.T.S. experience, or not? 
Yes; 78% No: 13% No comment: 9% 
In selecting thirty-three assigned training areas for 1 
the question, "Check those departments where your training was 
especially rewarding to you, in that you appeared to understand 
the department's relationship to the total NBC operations," it 
becomes evident that trainees do select departments which only 
interest them. The extent to which training is successful 
appears to be based somewhat on a department's general 
attitude toward trainees (which we earlier explored), and is 
verified from two points: (a) questionnaire response indicated 
--
--
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that thirteen of the thirty-five training areas have created 
lasting impressions on trainees through all of the program's 
history, (b) interview respondents, covering the nine ye~ 
period, continually mentioned the same departments as being 
trainee oriented. 
With a minimum forty-two percentile favorable 
response, the following training disciplines proved "especially 
rewarding:" 
1. Production Operations: 59% 
2. Network Sales Advertising 
and Promotion: 56% 
3. Network Sales: 56% 
4. Station Relations Representation: 56% 
5. Network Sales Traffic: 50% 
6. Television Network Programming: 50% 
?. Network Sales Merchandising: 50% 
8. Plant Operations: 44% 
9. News Programming: 42% 
10. Program Operations: 42% 
11. NBC Spot Sales and Promotion: 42% 
12. NBC Spot Sales Research: 42% 
·13. Personnel Department Placement 
(in areas below $7,200): 42% 
Training situations which have been continually poor, 
in that on-the-job training was not rewarding, included: 
1. Participating Programs: 25% 
2. Audience Information: 22% 
3. Personnel Department Records: 16% 
4. Research and Development 
Planning: 8% 
5. Personnel Department Wage and 
Salary Administration: 6% 
Still another point of difficulty is that certain 
department executives find such disagreement as to the value 
of trainees, that discontent becomes known to Squad members. 
One example is to be found in NBC's Planning and Research 
operations, where Hugh M. Beville, Jr., Vice President for 
Planning and Research, considers Management Training Squad 
members an important asset to the network, and especially 
important to his department where highly skilled broadcast 
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managers are needed. However, certain executives within the 
area of planning and development planning are violently 
opposed to Squad trainees working in the section. The thought 
that such a condition exists and the fact that trainees found 
' a negative training experience in this category (see B4 above) 
is more than coincidence. 
It is evident that the great majority of trainees 
are turned loose within a department, searching out their own 
assignments because no one has the time, energy or patience 
for planned and completed cooperation. Meaningless jobs are 
assigned: going through files, reading correspondence and 
following an employee about the network learning the day-to-day 
pace. While this often is of value in the first few weeks, the 
action is repeated month after month in department after de-
partment. There is too little of planned attendance, planned 
coni'erences, planned programs and required participation. 
Kenneth R. Andrews of the Harvard Business School 
believes that "in a large corporation there is no such thing 
I 
as training of the candidate merely by watching other managers 1 
do their assigned tasks. 11 1 
lrnterview with Mr. Andrews, Sept. 18, 1957, ~· ~· 
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The extreme importance of proper trainee motivation 
during the training period is recognized by those having 
various associations with training efforts. A highly placed 
manager of the Television Network Division, constantly 
engaged in departmental training of his own underlings, 
and a graduate of the Squad states: 
The trainees must be moved to make 
a valid contribution. Controls of the 
Squad must be so tight that the trainee 
will be rewarded and the Department where 
he is assigned will likewise be rewarded 
by having contributed to the molding of 
a future manager. Through a loose program, 
men coming into the Broadcasting industry 
are not made aware of the many opportunities 
in the complex of NBC. A weak program is 
weak only because top management has not 
been interested enough in exploring what 
is to be done.l 
"Stimulation without reward only frustrates the 
individual," cautions a Booz-Allen & Hamilton management 
consultant. 2 In maintaining that junior management training 
can be rewarding to the company through a determination of 
what it wants from the program, the Booz-Allen expert further 
adds: 
A formalized dis .cipline is very 
important in a corporate training effort, 
especially in the broadcast industry where 
a multitude of direct ramifications make up 
the 11big picture." Trainees must be stimulated 
1rnterview with Beta Nine, £2• cit. 
2rnterview with a Booz-Allen & Hamilton consultant, 
I 
.~+ 
I regarding their task. It only makes good 
sense t .hat stimulating a trainee wiil come 
about only through guided training. 
Trainee relationships with training superv.isors. The 
Squad prospectus implies that 11 guidance and appraisal of the 
, performance and development of the trainee, 11 through such 
tools as "ratings made by Supervisors to whom the trainee has 
been assigned," is an integral part of the Squad's operation. 2 
As a result of the manifold problems confronting 
the trainee's job within the department, further difficulties 
arise from an attempted working relationship bet~en the 
trainee and supervisors to whom he is assigned. With one 
department having many sections, o:ftent imes the trainee is 
shuttled forward and back, from one supervisor to another. No 
one supervisor is able to obtain an honest perspective of ~e 
man in question. As planned through the Manager of Specialized ! 
Recruiting, one supervisor would always be responsible to the 
trainee. Hardly ever did trainees report to such a relationship.~ 
I 
With no check system for the trainee's progress, in spite of 
what may be planned, trainees are free to roam as they please, 
1 and exert usual requests :for transfer, or simply force them-
selves not to be interested in assigned areas. Most of the 
time, however, the lack of instruction and proper stimulation 
appears to be an outgrowth of the departmental supervisory 
system. 
1Ibid. 
2prospectus, 2£· cit., P• 6. 
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The following four interviewed observations appear 
to aptly state the points of stress. 
A 1953 graduate: terminated. 
What appears to be a typical lack of 
organization and interest, is that trainees 
are assigned to "x11 department for 11x 11 weeks 
with the hope something is learned. _ The 
Personnel Department relationships seem to 
end here. For days on end OUf group and 
groups following would leave the department 
in a rage for we would have nothing to do. 
We would look a~out the network, working up 
a few contacts. 
A 1954 graduate: resigned. 
Nearly always on the supervisor-
trainee level the program falls short because 
departments make no effort to discover in-
dividual abilities of the trainee. No one 
bothers to find out where are your strong 
points, what do you find hard doing, where 
do you want improvement, what kind of past 
experience have you had. While some depart-
ments were most rewarding, most of them are 
not able to work with training groups.2 
·. A 1955 graduate: terminated. · 
Although we would sit about for days, 
naturally no one area is a total waste of 
time. You do learn something, more probably 
through osmosis than anything else. All of 
us wish it were better organized so we could 
learn. more and be worth more to NBC.~ 
A 1956 graduate: employed. 
One can't help but Jearn through 
observation and a few task assignments. 
Like the military, the whole system does 4 not ring true. There is no meat, all fat. 
1Interview with Beta Three, £E• cit. 
2rnterview with Zeta Four, ~· cit. 
3rnterview with Beta Five, 22• cit. 
4Interview with Eta Six, £E• cit. 
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The observation previously observed. that 11 Personnel 
Department relationships seem to end" when the trainee is 
ass.igned within the department, was a common criticism. 
Actually this is no criticism from a_ viewpoint of training 
program administration, rather a lack of understanding on the 
part of trainees as to when the Personnel Department's 
overseeing capacity should terminate. Once a trainee is in an 
assigned area for on-the-job training, the Personnel Department I; 
should adopt a hands-off policy. What the Personnel Department ! 
should do is obviously make quite sure that supervisors and 
departmental heads are aware of what must be done, how it is 
to be done, and what methods are to be used. 
Louis A. Allen, of Booz-Allen & Hamilton, believes: 
Personnel training must always be a 
primary responsibility of accountable managers 
and it can never be delegates in its entirety 
to the Personnel Department. As a result, 
personnel and training programs when developed 
should be assumed to an increasing degree by 
the managers accountable for the • • • motiva-
tion and development of the subordinated 
personnel who report to them. 
For example, in the case of management 
development, the immediate supervisor must assume 
most of the responsibility for developing the people 
who report to him. The Personnel Department will 
always respond with fresh thinking, skilled advice, 
and other help. But it should involve itself as 
little as ~ossible with actual implementation of 
a program. 
In accounting for the poor supervisor-trainee 
lcorrespondence dated August 28, 1957, from Louis A. 
Allen, management consultant of Booz-Allen & Hamilton, to this 
writer. 
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relationships in the Management Training Squad, an NBC Depart-
ment o~ Personnel executive believes the problem is three~old: 
(l) supervisors and department heads are not properly oriented 
, to the mission and purpose o~ the Squad, (2) there is no 
advanced preparation as to what should be emphasized in each 
department, (3) no interest is generated among supervisors 
assigned to the trainees.l Another thought, as one Squad 
graduate suggested, is that "too many persons in positions of 
supervisory authority are more concerned with extra-curricular 
activities outside their immediate job areas ."2 Although such 
' 
a thought might seem somewhat out of place, it has some merit. 
A Harbridge House management consultant in working 
with the National Broadcasting Company stated, "That too many 
middle managers and supervisors are self-interested rather 
than company interested is a matter o~ special bearing which 
1 makes their cooperation in training matters even greater. 113 
A Squad graduate said: 
Outside interests are important to 
these managers because they are trying to 
better their own position within NBC by 
getting to know other personalities and 
to gain better internal contacts. This 
is proper and right. These supervisors 
protect themselves with external contacts, 
1Interview with a Manager, Personnel Department, 
August 28, 1957. Anonymity requested. 
2rnterview with a management consultant, Harbridge 
House, 212.• cit. 
3Ibid. 
--=+ 
as well. In case of a 11 bloodletting" they 
have something to fall back on. I am sure 
this is quite common beyond the areas of 
WRCA, WRCA-TV, NBC programming and NBC 
promotion departments where I personally 
observed such affairs. 
Very bad morale results, especially 
on new personnel bot~ in training and on 
regular assignments. 
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Trainees observed that when such a condition exists 
among supervisors and managers, greater work loads are placed 
on departmental personnel who have neither the physical time 
nor mental stamina to deal with extra assignments. When mis-
takes are made because of this, trainees encountered chastise-
ments being given to underlings, rather than being assumed by 
responsible self-interested authority. 
That strained trainee-supervisor relations have 
always existed is evidenced from collated questionnaire in-
formation. Another factor of significance is that Squad 
interviews, interviews with NBC middle and senior management, 
and cross-tabulation of key questions from opinion-attitude 
research, strongly indicate that management's reaction to the 
overall concept and stereotype of ~ Squad trainee must be 
distinguished from overall discontent with the Management 
Training Squad ~ the Personnel Department 1 s administration 
1 of the program. (For information in this regard, see Table 3.) 
1Interview with Beta Three, 22• cit. 
TABlE 3 
TRAINEE-SUPERVISOR RELATIONSHIPS IN DEPARTNENTAL TRAINING 
Question Percentile Yes Percentile No 
11. Do Squad teachers and supervisors 
take an added interest in a man 
who has had previous professional 
communications or advertising 
experience, or not? 
12. Did you find that your assigned 
training supervisors and men with 
- whom you worked, took an interest 
in the Management Training Squad, 
or not? -
14. Did your assigned supervisors and 
· m.en with whom you worked, take an 
· interest in your learning the 
i 
50% 
-
50% 
.<f 
< 
,. 
. materials and operations of the 
, department in which you were .:. ~ ... 
' . · assigned, or not? 58% 
., 
13. ~lease check ~ of the following: 
A. The department personnel to whom I was assigned took an 
interest in working vTith members of the Training Squad. 
B. The Department personnel to whom I was assigned seemed 
only moderately enthusiastic about t r ram. 
c. One was as ned to a department, rea y had little 
contact with the supervisors or the managers. 
D. ~ no one seemed to take a special interest, I had to 
shift for myself. 
Note: Relationship between No. 12 1s 44% ttnort and No. 13B. 
42% 
44% 
33% 
Percentile N.c. 
8% 
6% 
9% 
17% 
47% 
14% 
22% 
100% 
Relationship between No. 14 1 s 33% ttno11 and No. 13C and 13D, which equal 36% 
I 
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The bewildering array of techniques 
currently at hand is a result of a conti-
nuing effort to find some method that would 
render training palatable to managers and 
supervisors. In a sense this has been the 
great tragedy of management development. 
It has obscured the primary problem and 
caused attention to be focused on a symptom: 
training designed to appeal to the student 
too often fails to produce concrete managerial 
improvements.l 
Patrick c. Farbro, Manager of Personnel Research, 
the Radio Corporation of America, stated: 
' No matter where there is a training 
situation, on a staff or a line level, or 
in an initial orientation to a company, 
theory remains the same. It is application 
of the universals of group dynamics, human 
relations, or if you will, group psychology, 
which permits the trainee to be stimulated 
enough to want to learn; which permits 
proper authorities to adequately analyze 
the individual's contri~ution to the strata 
in which he is working. 
In the opinion of the writer, appraisal is a matter 
of extreme importance to the success of the Management 
Training Program, to the individual trainee, to the trainee's 
, relationship to training supervisors, and to the network's 
interest in Squad operation. The subject is of enough 
importance to be dealt with in a complete section. 
lwillard E. Bennett, i•Master Plan for Management 
Development, 11 Twelve Business Problems Analyzed (Boston: 
The Harvard Business Review Press, 1956), p. 79. 
2rnterview with Mr. Farbro, October 24, 1957, 
Appraisal of the Management Training 
Squad Trainee 
Problems involved in appraising graduates of the 
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Managemm t Training Squad are unique, for the structure from 
1949 through 1958 does not lend itself to passing judgment on 
any "completed product. •• 
~appraisal dilemmas. 
1. From the program's inception there 
has never been a specific policy 
from top management regarding the 
Squad's exact purpose. 
2. From the program's inception there 
has never been a group concept of 
training, but rather training on an 
individual orientation. 
3. Apathy and reticence of many super-
visors, managers and senior executives 
against trainees per se, the Management 
Training Squad and · ~the NBC Department 
of Personnel, requires special tools 
for evaluation. 
4. Selection of trainees has hindered the 
program, and the quality of individual 
trainees has, at times, caused dis-
favor when assigned to departments. 
5. Those senior executives responsible 
for the progress and evaluation of 
the Management Training Squad have 
not structured future programming 
from past errors and oversights. 
6. With employees being •iencouragedn to 
seek regular positions, following 
eight months of training, many men 
do not possess equal training 
exposure. 
7. The Department of Personnel has not 
had to justify keeping the Squad 
because senior management has often 
~---.-
judged success of the program on a 
limited number of highly outstanding 
Squad graduates retained by the 
company. 
8. Managers of Specialized Recruiting, 
individuals directly responsible for 
Squad operation, have been continually 
hampered by superior authority, in 
correcting what they consider to be 
necessary improvements. 
9. It is difficult to determine if young 
men entering the Squad program would 
be successful broadcast managers 
without such exposure to management 
training. · 
10. Most important of all, in the Squad's 
nine year hotly contested history, 
there haSl been no follow-up evaluation 
either by Department of Personnel 
executives or the Management Develop-
ment Program. 
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Should the NBC management trainee be appraised? 
.Know1hg the previous ten factors will require careful e valua-
tion before trainee appraisal may become a valid NBC management 
policy, it is only fair to observe tha~ some management and 
business leaders believe trainee evaluation is a moot point. 
Kenneth R. Andrews observes: 
We should look at the way in which the 
effectiveness can be defined and increased, 
rather than measured. This is very important 
for many executives want to justify and measure 
results. The only thing that seems clear is that 
more inquiry should be undertaken under the 
premise that a combination of quantitative and 
clinical approaches may tell us more than the 
"pure" research design which leaps over what is 
gping on in order io produce uncontaminated (and 
unrevealing} data. 
1Kenneth R. Andrews, 11 Is Management Training Ei'f'ec-
tive?i' Harvard Business Review, March-April 1957, p. 67. 
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The National Broadcasting Company most certainly is 
looking at methods through which management effectiveness can 
be increased. There is no disputing the Network is 11 training 
consciousu and "training oriented~ 11 
Tne NBC-Harbridge House activities are. in far better 
keeping with the concepts of management training explored in 
Chapter I ·and II, than any other in the broadcasting industry. 
It was designed so as to permit equal exposure to all trainees. 
At the Princeton conference, NBC was "interested less in 
change than in growth and less in the similarity of end 
products than in individual progress.••l 
Management consultant Walter R. Mahler insists that 
proper appraisal of the trainee is mandatory after he has 
completed his exposure to corporate life, and that many junior 
and senior executive programs fail because there is not an 
executive willingness to foster appraisal methods. 2 
In stating ';there must be an attempt at some 
evaluation, 11 Patrick C. Farbro, RCA's Manager of Personnel 
Research, poses a very real problem by asking: 
What evidence is to be accepted as 
evaluation? Is more weight to be placed on 
the trainee's evaluation of the judgment or 
those to whom the trainee reports?3 
libid, p. 68. 
2see also ''Appraisal of Executive Performance," 
Personnel magazine, March, 1955. 
3Interview with Mr. Farbro, October 24, 1957, 
I 
I 
1 
Lawrence A. Appley, President of the American 
' Management Association, takes a point of view slightly differ-
ent than the above training and personnel experts: 
In this development of standards of 
performance the objective is to use, finally, 
only those standards which can be measured 
definitely by facts and figures. While this 
may be a desirable objective, it not often is 
attainable at first writing. 
Noble and practical as the measurable 
standard may be, an attempt to attain it in 
all cases seems undesirable. After all, 
standards of performance should reflect the 
subject and activities that ought to be a 
subject of discussion between the employee 
and his supervisor at the time of the per-
formance review.l 
Mr. Farbro believes that before any worthwhile 
trainee appraisal can begin, Training and Personnel Department 
managers must have an insight into human behavior, a factor of 
special importance when young men are being tactfully trained 
in the management arts. 2 The RCA manager suggests that "by 
having trainee aware of human behavior means that training 
leaders were cognizant of this highly important management 
qualification."3 Mr. Farbro specified three conditions under 
which an insight into human behavior should concern itself 
before appraisal begins: 
1La.wrence A. Appley in "Appraisal of Executive 
I Performance, n by Walter R. Mahler .. and Guyot Frazier, Personnel, 
March, 1955, p. 438. 
2rnterview with Mr. Farbro, ~· ill· 
3Ibid. 
I • 
1. 11An honest awareness of the many 
inadequacies Which would be part 
of the present training system.u 
2. uAbility to determine the attitudes 
of employee groups concerned." 
-. 
3. "Application of group dynamics for 
appraisal and evaluation permitting 
a consistency in year by year 
standards."~ 
., 
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Walter R. Mahler and Guyot Frazier provided a three-
stage check system to encourage the Farbro concept of trainee 
appraisal methodology: (1) appraisal judgment against a 
responsibility check-list, (2) appraisal against a statement 
of responsibility and evidence of performance, (3) standards 
of such performance. 2 If the trainee check system sounds 
familiar, these same criterions have been utilized by the 
N'ational Broadcasting Company's Management Development Program, 
examined in Chapter V, ttFormal Management Training Programs. •• 
Appraisal !E& the responsibility check-list. This 
trainee appraisal tool is developed jointly with the trainee 
and his superiors, establishing relationships between job 
accomplishment and responsibility. It illustrates the means 
wherein worthwhile administrative results can be measured and 
obtained. 
_Appraisal against statements of responsibility. This 
permits the trainee to produce a document of intent and a later 
libid. 
2walter R. Mahler and Guyot ' Frazier, "Appraisal of 
Executive Performance, 11 Personnel magazine, March, 1955, p. 436. 
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document of accomplishment. Such documents are a difficult 
challenge, and demand foresight, organization and communicative ' 
skill. ''It should be noted that a statement of responsibility 
is not a standard of performance.u 1 
Appraisal against standards of performance. A tool 
which permits evaluation of past performance provides trainee 
experience in self-appraisal. Personal appraisal weighed 
against performance can provide further evaluation with 
immediate superiors, Training Managers and Department of 
Personnel executives. 
Although trainee appraisal should be a necessary 
adjunct to the Management Training Squad's operational scope, 
no appraisal should be attempted before uniformity of Squad 
training is achieved. 
It is important to remember that the 
first standards written, poor as they may be, 
are better than anything that existed previously. 
Better standards will be written only after the 
first ones have been used.2 
Throughout the Squad's history, various appraisal 
methods have been attempted both by written and verbal 
reportage. The reports were not successful because they 
fai~d to appraise meaningfully and because department managers I 
I 
and supervisors were not alerted to the significance of such a 
libid, P• 437. 
2Appley, op. cit., p. 438. 
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management tool for beginning employees. During 1957, Manager 1 
of Specialized Recruiting Hicks realized that another attempt 
should be made. Management Trainee APpraisal Report, form 
PER 1011, was issued. The single page confidential report is 
' limited only because of a continuing reluctance on the part or 
line personnel to put enough time into the appraisal to make 
the effort of value. 
To the appraiser it was suggested: 
The rating form is for use in evaluating 
the performance of the individual trainee. Please 
give a clear, concise appraisal of this trainee's 
performance with respect to each of the factors 
listed. This report will be helpful in directing 
the further training of this individual and in 
guiding him toward ultimate placement in which 
his abilities and potential may be fully utilized. 
Please feel free to add any additional information 
or comments which may be pertinent.l 
The seven factors included: (1) vitality, his energy 
and drive and enthusiasm; (2) job approach, his planning, 
analysis, interest and preparedness; (3) cooperation, his 
I 
I 
I 
establishment of effective work relationships and adaptability; 1 
I 
(4) reliability, his comprehension of problems, decisiveness 
and judgment; (5) initiative, his resourcefulness, aggressive-
ness and drive in completing assignments; {6) execution, his 
organization, follow-through and results; (7) overall 
performance. 'rhese seven factors are weighted by three 
judgments: marginal, satisfactory, outstanding. 2 
lManafement Trainee Appraisal Report, NBC Department 
of Personnel, m meographed, 1957. 
2Ibid. 
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In designing the appraisal, Mr. Hicks ' was care£ul 
not to prov~de a rank order £or each of the seven factors, 
thus £orcing the appraiser to survey all possibilities, 
reducing the chance of selection bias £rom a· mechanical order • . 
The Report was hardly a complete tool. It was not 
meant to be. However, £rom its one page structure, important 
in£ormation can be gathered £rom the sheet. 
Over a nine year period o£ Squad operation, the 
National Broadcasting Company has spent in the neighborhood 
or $ 370,000 on the program. The average training time ror 
£ifty-eight persons has been ten months (pre-1953 training 
was longer than post-1953 efforts) at an average salary to 
these persons of $4,000. To the $232,000 in trainee salary 
costs must be added an additional $90,000 in administrative 
salaries and $45,000 for overhead of keeping the Program in 
motion twelve months a year. A conservative estimate or 
$6,300 per trainee seems to be an indicated sum. 
Thus from a · viewpoint of cost it would also appear 
that a worthwhile appraisal system should be installed. 
Senior executive H. O. Lumb, NBC's Director of 
Personnel, is carerul to point out that trainee appraisal 
should not be confused with "obtaining a return on your 
investment.n 1 Mr. Lumb suggests the potential creative and 
administrative value of a man is determined only arter a 
lrnterview with H. O. Lumb, Director o£ Personnel, 
the National Broadcasting Company, March 27, 1958. 
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' series of business contributions, rather than merely one 
I episode of achievement. 
II Certainly no accurate prediction can be made regarding long range potential of young 
junior managers, but it behooves the company 
and the young executive's superiors to be fully 
aware of his short term potential.l 
Summary 
Policies and procedures of management training as 
II out lined in the Prospectus of the Management Training Squad 
' indicate that considerable thought and planning went into the 
I 
I establishment of such a system. As outlined, on-the-job 
I training, report writing, weekly discussion conferences, and 
II supervisor-trainee evaluation, all provide as thorough a 
I 
1 training orientation in broadcast management as could be 
I 
,, 
I 
II 
expected in any organization. 
Although the program attempts to provide the trainee 
with a background of corporate policy and operation in nearly 
every aspect of network affairs, only fifty-six percent of the 
population understands such operations at the'completion of 
training. It can be suggested that trainees do not feel 
informed for the following reasons: (1) trainees are very 
cautious to advance themselves while in training for -fear of 
being too aggressive, {2) the aspects of "forced placement" 
put a trainee on the defensive because he must spend as much 
time job hunting within the network as trying to learn outlined 
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materials, (3) being assigned routine tasks, trainees are 
seldom motivated to make a contribution to the training effort, 
and (4) the program is so flexible that it often allows 
trainees to pick and choose their departmental training 
1 assignments, while (5) trainee-supervisor relationships 
II 
jl 
generally fail to bring about meaningful trainee appraisal. 
Interviews with NBC managers indicated unwillingness 
to appraise the trainee while he was with the Management 
Training Squad as well as un~illingness to appraise him once 
he was placed in a regular assignment. During the time he was 
responsible for Squad training activities, Manager of Special-
ized Recruiting Hicks attempted numerous methods of trainee 
appraisal. When and if it becomes necessary to appraise the 
trainee, two points must be kept in mind: (1) persons re-
sponsible for the administration of the training program must 
have the backing of Department of Personnel executives, and 
(2) line and staff managers must be made to realize the value 
I' in such methodology. Failure to see any benefits derived from 
training appraisal is hardly any condemnation against appraisal ! 
1
1 
methodology, but rather a problem in attitude and education 
of staff line personnel. 
The following variety of opinions found in open-end 
interviewing appear to represent the total Squad population 
II and suggest an accurate listing of nine years of Squad 
11 
activity. 
A 1949 graduate: employed. 
The Personnel Department did .not survey 
the needs of departments during our training 
period. This is still not done today. Personnel, 
likewise, has not sold the program on a staff or 
line level.l 
A 1952 graduate: employed. 
There must be better evaluation, and it 
could be suggested that evaluation be geared to 
on-the-job assignments through tighter controls 
of appraisal. It is also vital that graduates 
be placed in the right initial job and that 
follow-up reviews become standard operating 
procedures.2 · 
A 1953 graduate: terminated. 
NBC management must be made to realize 
that management training programs are of great 
value to the Network and must be recognized as 
a powerful tool. The Program must be given 
greater authority. No one seems to realize 
that the final product is a shapeless nothing.3 
A 1954 graduate: resigned. 
The Management Training Squad must 
build young businessmen. And it must be done 
now! This challenge is be~ng only partly met.4 
A 1955 graduate: terminated. 
You read about planned conferences but 
we never had them; you hear about follow-up 
interviews but we never had them. There is a 
substantial investment in the trainee. Does 
the company assure a return on their investment? 
The return is not as great as could be expected 
under proper program administration.5 
lrnterview with Beta Nine, 22• cit. 
2correspondence with the writer and Alpha Two, 
dated November 26, 1957. 
3rnterview with Beta Three, 2£• cit. 
4rnterview with Zeta Four, ££• cit. 
5rnterview with Beta Five, 2£• cit. 
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A 1956 graduate: employed. 
Because the program is not well run does 
not mean that it should be dropped. It must not. 
The trainees act as a kind of 11 hypo" to the men 
about them, even though little is learned in the 
formal sense. Training becomes distasteful only 
because you soon realize that so much more could 
be done.l 
1Interview with Eta Six, ££· cit. 
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CHAPTER VIII 
CASE STUDIES OF THE MANAGEMENT 
TRAINING SQUAD GRADUATE 
As a single area of information, the most important 
source of raw data is the individual case history of each 
graduate of the Management Training Squad. Single and 
collective interpretation of this data provides an entirely 
new perspective in assessing the Squad's success and failure. 
I Such information is especially rewarding when collated with 
h 
I materials covered in past chapters. 
Advancement and the Squad Graduate 
How quickly should ~ Squad graduate advance? There II 
is •no one standard for advancement and no single judgment tor 
doing a job properly. Judgments are a responsibility of the 
section or department supervisor or manager under whom the new 
employee has been placed. All that can be honestly stated 
is that young business talent is advanced when experience, 
business exposure and ability warrant such a consideration. 
This is as true in the National Broadcasting Company as any-
where else. The exceptions to the "rules" of advancement are 
many and naturally when an individual believes exceptions 
should be made, and they are not, he has the accepted business 
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prerogative of resigning. 
Mr. Charles Hicks keeps each trainee advised of the 
pattern of advancement and recognition applicable to the 
company. He has stressed the idea that trainees cannot be 
overly advancement conscious when they go from Squad status 
to that of a regular employee. This may appear to some readers 
as anachronistic, for it can probably be argued that trainees 
are ambitious young men to begin with. The difficulty, how-
ever, is somewhat more involved. 
A Booz-Allen & Hamilton management consultant 
believes there are three types of NBC trainees: (l) 11 the 
naive trainee who is too off the beaten path to fully examine 
all prospects before him when he has finished the program, 
becoming a problem to himself and his employer, 11 (2) "the 
opportunistic trainee who is of the opinion that his talents 
and financial values are seldom recognized, believing that the 
I more he moves about in his industry from one job to another, 
II the better ott he is," (3) "the well-groomed trainee who proves I 
h l to his superiors what his real talents are." 1 
Opportunistic trainees are a thorn in any corporate 
family. In speaking of this problem, NBC Vice President 
William Hedges aptly states the difficulty: 
All too often, young men coming out of 
a training program become "pushers." This 
lrnterview with a Booz-Allen & Hamilton management 
consultant, 22• ~· 
method of doing things should not be construed 
with the thought that someone is pushing from 
behind; this is quite another problem. 
The difficulty of which I speak, however, 
is with fresh graduates of a training program 
and some junior executives. They indiscreetly 
force themselves on others with an obvious out-
come of antagonizing their superiors. 
But there is something more dangerous! 
The danger is that these young "pushers" gather 
a following about them and become departmental 
pressure groups. This can sometimes have a 
most distasteful consequenee.l 
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In Mr. Hedges' business experience, four distinct 
problems 1n both personnel and human relations can result when 
a company does not control trainees or young executive oppor-
tunism: (l) the overall effect is bad for morale among all 
departmental employees and especially among the young manageria 
corps or the organization, (2) such action speaks poorly or 
the training program from whence the trainees came, with an 
obvious effect upon those 1n training, (3) it places the cell 
leader in an uncomfortable position regardless to what extent 
the allegations against him are true, and (4) when the cell 
leader's services are terminated, oftentimes his followers will 
resign for a variety of false reasons, thinning the ranks ot 
good potential managers.2 
Considerations regarding advancement ~ Squad members 
~ graduate degrees. With the exception of 1956, the 
lrnterview with Mr. Hedges, October 30, 1957, ~· cit 
2~. 
2l4 
Management Training Squad has averaged two members each year 
with graduate degrees in various disciplines: law, communi-
cations arts, business, the humanities. 
From 1949 through 1958, there ba ve been two trainees 
with Bachelor of Law Degrees, nine trainees with Master of 
Business Administration Degrees, and tour with Master of 
Science Degrees. Selection of graduate degree candidates 
has been highly prejudiced in school representation. The 
accent on young men with business administration degrees has 
been intended, with sixty percent or the graduate population 
holding MBA's. 
1. Harvard Graduate School or Business 
Administration: 7 trainees. 
2. The Maxwell School of Business 
Administration, Syracuse University: 
1 trainee. 
3. Columbia University Graduate School 
of Business Administration: 1 trainee. 
4. Columbia University Graduate School: 
1 trainee. 
5. Columbia University School of Law: 
1 trainee. 
6. Yale University School of Law: 
1 trainee. 
7. Syracuse University Graduate School: 
2 trainees. 
a. The Sorbonne, Paris: 1 trainee. 
Harvard Business School: 7 
Columbia University: 3 
Syracuse University: 3 
Yale University: l 
Sorbonne: 1 
Has the network been justified in selecting graduate 
students in general, and business administration degrees in 
particular, from a viewpoint of continued employment and/or 
I 
•I 
!. 
I 
·-
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advancement?l For the most part, no. 
Sixty-four percent or the graduates with two degrees I 
are no longer employed in the network; while thirty-six percent, 
or five, Squad graduates are still retained in the service or 
the company. 
What is particularly astonishing is that sixty-seven 
I percent of the graduate degree population no longer employed 
1 either resigned or were terminated by the network within a 
II .four month period following their first post-training 
assignment. 
Record !! advancement 2! trainees ~ post-graduate 
de.grees. 
1. Still employed by ~BC: 5 
a. Advancement which can be 
measured as good: 4 
b. Advancement measured as 
questionable: l 
2. Terminated by NBC: 8 
, _ 
a. At the ttme of termination, 
advancement measured as 
good: 3 
b. At the time of termination, 
advancement measured as 
questionable: 5 
3. Resigned NBC positions: 2 
a. -
b. At the time of resignation, 
advancement measured 
questionable: 2 
I lrn information relating to graduate degree personnel ! the 1958 trainee is omitted from collation in most instances. 
21s 1 
There is no relationship between trainees with ~ 
graduate degrees and their rapidity in advancement, as opposed ! 
to trainees without such qualifications. An equal percentage 
of trainees without graduate degrees were as quickly advanced. 
In this regard, it should be noted that trainees with graduate 1 
degrees were more quickly advanced during the period from 1949 
to 1951, than 1952-1957. This was because of the initial 
growth period of NBC television. 
This writer has established that in graduate versus 
undergraduate degrees, there seems to be a definite relation-
ship between the graduate population's ability to work with a 
greater variety of assignments. 
Of those graduates still remaining in the company, 
sixty percent have been employed in the same division with 
a great variety o:f assignments and forty percent of the 
graduate degree population have moved out of departmental 
commands to work in completely foreign areas. The same re-
lationship held true with graduate degree students no longer 
employed by the company. 
As important, perhaps, is the fact that within four 
months after they receive initial post-training assignments 
suty-seven percent of the graduate degree members of the 
Training Squad resign or are released by the network. Part o:f 
I 
I 
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themselves to the particular 'problems of broadcast management. 
From trainee records, there is reason to believe that in some 
instances the National Broadcasting Company did everything 
possible to retain services of this group by placing them in 
a variety of jobs in an attempt to determine where the Squad 
graduate might be most useful. 
Considerations regarding advancement 2f Squad 
members without previous !!!!:!..! media experience. TWenty-seven 
trainees with previous experience in radio, television, adver-
tising, publicity and/or public relations, have been accepted 
into the Training Program. This accounts for forty-five per-
I eent .of the population.l 
jl trainees, have entered the Squad without such a baekground. 2 
Fifty-five percent, or thirty-three 
II 
II 
Of the thirty-three trainees without a . mass media 
or communications background, eleven of this number had 
previous · exposupe to formal management training programs 
and/or sales training. 3 This distinction is made only because 
the writer' believes that with the business discipline of 
1on Tables 4 and 5, which have been designed for this 
section, numerical corr~ctions have been made to exclude 
members of the_ mo-st r~cent Squad class_~ -These graduates have 
not been ' in the company long enough for any conclusions to be 
drawn concerning their ability or potential. Total population 
figures have been provided here, while in the Tables 
corrections have been made to illustrate greater accuracy. 
2~. 
3of the population with formal management or sales 
training, one died during the Program. Statistical data will 
be equalized with 31 rather than 33, and collated accordingly. 
I 
218 
previous sales or management training experience, this group 
of trainees held a background equal to that of personnel with 
communications exposure. 
Has the network been justified in selecting persons 
with no previous mass media experience from a viewpoint of 
continued employment and/or advancement? No. 
Record of advancement of trainees .!E2 ~ ~ ~ 
1 any ~ media experieno~ prior !2 Squad association. 
1. Still employed by NBC: 12 
a. Advancement which can be 
measured as good: 7 
b. Advancement measured as 
questionable: 5 
2. Terminated by NBC: 9 
a. At the time of termination, 
advancement measured as 
good: 2 
b. At the time of termination, 
advancement measured as 
questionable: 7 
3. Resigned NBC positions: 10 
a. At the time of resignation, 
advancement measured as 
good: 4 
b. At the time of resignation, 
advancement measured as 
questionable: 6 
Thus, of the thirty-one non-mass-media-experience 
population entering the Training Program, twelve are still 
employed. For this group, nineteen persons no longer employed 
means a turnover of sixty-one percent.· 
As we are primarily concerned with advancement in 
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~ this section, a survey of the three sub-categories (b) above 
I 
shows a total of eighteen; while sub-category (a) totals 
I thirteen. or the non-mass-media-experience population, fifty-
eight percent have records of questionable advancement; while 
forty-two percent have proven their competence and ability. 
The sixteen percentile difference would indicate that greater 
research is needed in the area or trainee selection of persons 
without a mass media background. The fact that only thirty-
nine percent of those trainees have remained in NBC and, of 
1 this, only fifty-eight percent have advanced and assumed 
management responsibilities with any degree of regularity, 
poses a question as to the prudence of such selection. 
Considerations regarding advancement of Squad 
members ~ ;erevious !!!.!!! media ex!!' rienee. Has the network 
been justified in selecting persons with previous mass media 
experience, from a viewpoint of advancement? Yes. 
As mentioned previously, twenty-seven persons with 
mass media, advertising, public relations and/or promotion 
experience have been admitted to the Squad.l Twelve persons 
of this group stratum are still employed by the network. 2 We 
will not be concerned with the extent of previous experience 
at this time, for the writer's point is a simple one: that 
ltrables 4 and 5 will show only twenty-three 
so as to exclude the current Squad graduates. 
persons, 
I 
I 2Four trainees recently graduated (to 
of sixteen) will not be included in comparative 
include a total ! 
data. 
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=--~the trainee population with previous mass media experience is 
far superior, has advanced durther 1n a shorter period, with 
more consistency and less turnover, than those with no mass 
media background. 
Record of advancement of trainees ~ B!!! had 
previous mass media experience. 
1. Still employed by .NBC: 12 
a. Advancement which can be 
measured as good: ll 
b. Advancement measured as 
questionable: l 
2. Terminated by NBC: 6 
a. At the time of termination 
advancement measured as 
good: 3 
b. At the time of termination 
advancement measured as 
questionable: 3 
3. Resigned NBC positions: 5 
a. At the time of resignation, 
advancement measured as 
good: 5 
b. -
Thus, of the total twenty-three previous-mass-media-
experience population, nineteen persons have advancement records 
which can be measured as an important contribution to NBC. We 
have then, the conclusion that eighty-nine percent of the 
population with previous mass media experience have an NBC 
record which can be measured as good. It is also most encour-
aging to note that of the eleven persons who were either 
terminated or resigned, eight held commendable records o£ 
~· 
=====================--- ---
~ advancement during their period of service. 
Administrators o£ the Management Training Squad have 
made a point of selecting each year (with the exception of 
1951) one or more employees of the National Broadcasting 
Company £or the formal training effort. The total trainee 
population not exposed to previous NBC training numbers forty-
seven persons; the trainee population exposed to NBC training 
being numbered eleven persons. In-company trainee seJe ction 
has been as follows: 
Year 
1949 
1950 
1951 
1952 
1953 
1954 
1955 
1956 
1957 
Guest Relations 
(Page & Guide ) 
1 
l 
l 
1 
1 
1 
1 
l 
Mail Room News Room 
l l 
A very ~portant question regarding these eleven 
NBC employees, nine of whom were members of the page and guide 
staffs, is how successful have they been in their management 
careers 1n NBC? 
Of the nine Guest Relations personnel s ela cted for 
management training, six are still employed in the company. 
Record of advancement of trainees who ~ ~ Page 
~Guide Staff experience. 
1. Still employed by NBC: 6 
a. Advancement which can be 
measured as good: 4 
b. Advancement which can be 
measured as questionable: 2 
• 
• 
2. Terminated by NBC: l 
a. At the time o£ termination 
advancement measured as 
good: l 
b. -
3. Resigned £rom NBC: 2 
a. At the time of resignation, 
advancement measured as 
good: 2 
b. -
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Thus, of the nine Guest Relations staff personnel 
selected, six {or sixty-tour percent) of the total population 
have had successful NBC junior management careers. This is 
the highest pro rata percentile of any single group. {See 
Table 4.) 
Turnover and the Squad Graduate 
Considerations regarding turnover 2[ Squad members 
~ post-graduate degrees. With a sixty-four percent turnover 
among trainees holding graduate degrees, and with sixty-seven 
percent of these having resigned or been fired by the network 
within four months after the first post-training assignment, 
1 perhaps special attention should be given these turnover 
consideration.s. 
The interest in acquiring graduate school personnel, 
and especially young men with business school degrees, has not 
diminished since 1953, as the following comparison ndght 
illustrate: 
II 
' ' -------
TABLE 4 
. CONSillERATIONS OF SQUAD POPULATION BREAICD<MN AND TRAINEE ADVA~~E!I1ENT 
-
Strata Group Strata Popu- Percentile of Employed No longer 
lation total with NBC 
population (58) 
1. Postgraduate 
Degrees 15 25% 5. 10 
2. Without prior 
mass media 
e.."q>erienc e1 31 53% J2' 19 
3. With previous 
mass media 
experience2 23 40% 12 11 
4. Page & Guide 
Staff 9 15% 6 3 
-
-1one trainee who died during training and one who resigned, not included. 
2 Four persons not in company long enough to determine potential and past 
accomplishments, not included. 
Fe rcent 
with 
good 
advance-
ment 
45% 
42% 
89% 
64% 
~ ·· 
Percent vTi th 
question-
able advance 
ment 
55% 
58% 
11% 
36% 
t 
I 
I 
lj: 
' t.N 
' 
Business School Degrees 
law Degrees 
Others 
Pre-1953 
5 
1 
2 
Post-1953 
4 
1 
2 
Harvard Business School Professor ot Business 
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Administration, Kenneth R. Andrews, suggests that perhaps the 
turnover of business school graduates in the communications 
industry and advancement difficulty might be attributable to 
the following: 
1. With two degrees and having recently 
finished an arduous two year business 
school, trainee discontent may stem 
from participation in a training 
program that is not well managed 
or tightly coordinated. 
2. Business school graduates, with their 
business background and experience, 
plus their unusual zest and drive tor 
work, may become impatient when they 
cannot utilize their background and 
potential. 
3. Oftentimes, business school graduates 
revolt at what they consider to be 
bad business judgment and poor opera-
tion within a large corporation. 
From a viewpoint of the standards 
ot the Business School and their past 
pe.rsonal industrial functions, they 
may believe the eomp1ny is not pro-
fessionally managed. 
Considerations regarding turnover of Squad members 
without previous !!!.!!..!. media exper ienoe. During the Squad 1 s 
history there have been four students taken into training 
1Interview with Mr. Andrews, September 18, 1957, 
I 
1· 
t 
1 
without any previous business experience either during the 
swmner as part-time jobs, or upon graduation from college. 
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, Three of' these persons resigned from the network and a fourth 
was terminated. At the time of their departure, all were 
1 
doing poorly in their job assignments. 
Of the trainee population currently employed in the 
network, thirteen persons, or fifty percent, had no previous 
mass media experience prior to NBC association. 
Considerations regarding turnover of Squad members 
with previous ~ media experience. In direct opposition to 
1 trainees without mass media experience, Squad graduates with 
previous mass ned~a exposure have, likewise, a lower turnover 
percentile. Forty percent of the strata population with 
previous experience has left the network, while sixty percent 
of this group has remained. Six persons with previous media 
1 experience were terminated by the network which represents 
twenty-three percent of the strata population. 
A general survey of turnover relationships can be 
seen in Table 5, 11 Considerations of Squad Population Breakdown 
and Trainee Turnover." 
Considerations regarding turnover £! Squad members 
1 and length o:f time in the Training Squad. There appear to be 
grounds for believing that members of the Management Training 
Squad who served their maximum period of training (for their 
particular group), and were demanding in their selection of a 
I 
I· 
I 
I 
jl 
I 
1one trainee who di~ during training and one who resigned, not included. 
2 Four persons not in company long enough to determine potential and past 
accomplishments , not. included. 
3 The four persons mentioned in footnote 2 account for 7% of the population. (53%, 40%, 7% equal 100%) 
~ 
~ 
lS" 
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, good post training assignment, stayed with the network a longer 
1 period o~ time and suffered less turnover. (See Table 6.) 
The actual breakdown between those Squad graduates 
who resigned against those who were terminated in regard to 
the job areas into which they went a~ter leaving NBC employ-
ment, is somewhat parallel. 
Trainees Trainees 
Resigned Terminated 
1. Went into Advertising 5 4 
2. Went into Network & 
Local Radio & TV 3 3 
3. Went into Public Relations 1 l 
4. Went into Others 
(Industrial)l 6 l 
5. Unknown 4 
Personnel turnover ~ Squad attitudes regarding 
network employment. As the opinion-attitude survey represented 
a seventy-seven percent return among respondents, it would seem I 
1 that special value can be placed on the suggested reasons for 
NBC turnover. The questionnaire revealed startling differences 
between strata groups of the NBC employed and non-NBC employed. 
Readers must use caution when thinking in terms of the NBC 
"unemployed," however, for many of this group were terminated 
1 
under the best of conditions (programs in which they were 
engaged were no longer broadcast, accounts were vacated, etc.) 
while others resigned. Greater objectivity can be viewed with 
the non-employed respondents if the reader will remember that 
forty-seven percent ( 14 out of 30} of those employees l' 
.. I 
, lone with General Electric, two with Procter & Gamble, l 
one with Merrill, Lynch, Pierce, Fenner & Smith, two into their 
father's~business_, one_ il;lto B;. C9.!'eer military assignment. _ 
I 
TABLE 6 
CONSillERATIONS REGARDING TURNOVER OF SQUAD TRAINEES AND LENGTH OF 
TD1E IN 'fHE TRAINING SQUAD 
Stratp. Group Strata Pop- Percentile of Remaining No longer Percentile of Strata 
ulation Total Popu- with NBC with NBC Group \Vi th Turnover 
lation (.58) 
""-
lo Trainees 
serving the 
'full cyclel 28 
.54% 17 11 39% 
. 
• A. Trainees 
serving 
the full 
.. . 
cycle and 
-
resigned 6 21% 
~ ,. 
, 
Bo T~ainees . 
serving 
the full ~· .. 
' 
cycle and 
.terminated 
.5 18% 
2. Tfainees not 
serving the 
.f'Ull.cycle 2.5 47% 9 16 64% 
.. 
Ao Trainees 
''not 
.... 
'.serving 
the full 
.. cycle and 
tenninated 8 32% 
B. Trainees 
not 
serving 
the full 
cycle and 
resigned 8 32% 
1 
One person on military leave and four members of the 19.57-19.58 
Squad not included. 
II 
I 
II 
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t terminated and/or resigned had good advancement records. 
As Table 7 will indicate, those trainees no longer 
employed appeared to leave the company for reasons of salary, 
advancement, and occupational area dissatisfaction. No one 
area seems to be more outstanding than another for reasons of 
turnover. There is a marked difference in the attitudes of 
~BC employed and non-NBC employed strata as regards salary, 
advancement and occupational task assignments. 
Personnel turnover and Squad attitudes regarding 
network promotion. Table 8 leaves little doubt as to the 
false impressions which have been created through poor internal 
I 
communications, and how this factor appears to produce turnover 
of the Squad graduate • 
One respondent observed the following on his 
questionnaire: 
Except for lower echelon jobs, the 
promote from within policy, while o£ticial, 
is a shameful disgrace. It is honored by 
department heads who hire whom they please 
and tire when displeased, or when told to 
tire. NBC promotion policy? I wonder?1 
As observed in past chapters, such an attitude 
appears to be widespread, and it is a dangerous condition. 
Table 8 calls further attention to the fact that an alarming 
number of Squad graduates have never been informed of the 
network promotion policy. It is logical to assume that 
1A 1955 respondent: presently employed by NBC. 
' )I 
I 
II 
I' ,, 
I 
I 
• 
TABLE 7 
PERSONNEL TURNOVER AND SQUAD ATTITUDES REGARDING NE'IWORK EHPLOYMENT 
Q\lestion Presently employed Not presently 1 by NBC employed b rr NlC · 
Yes No N.c. Yes No N.c. 
1. Do you consider your past advancement in liBC 
commensurate with your past experience, 
knowledge and training, or not? 13 4 1 10 8 
2. Do you consider your present job in ~me 
commensurate with your knowledge, experience 
and training, or not? JJJ 4' 10 8 
3. Do you consider your present salary 
commensurate with your knowledge, experience 
and training, or not? 7 11 9 9 
4. Are you in a department to your liking_. or 
not? 16 1. JL 9 8 1 
5. Are you doing work which you enjoy, or not? 15; 3~ 7 10 ]L 
6 . Would you feel more qualified in another 
job capacity, or not? 9 8 ]. 8 9 1 
I 1. 
II 
Jl 
In questionnaires mailed to non- employed NBC graduates, the questions were the same but worded, 
ttA.t the time you left NEC would ••• ,n~ therefore the answers in this column reflect the opinion 
of graduates at the time of their departure from the network. 
.., 
~ · • • 
TABLE 8 
PERSONNEL TURNOVER AND SQUAD ATTI'l'UDES H.EGARDil~G NETWORK PRC110TION 
~ Q~estion Total Presently employed Not presently employed Population ~~ ~~ 
I 
I 1. What do you believe to be the promotion 
policy of NBC? 
a . NBC nearly always promotes from within. 1 ~ 
b. NBC promotes from within as often as 
administratively possibl e. 18 13 5 
I 
I c. I have never read any specific details 
covering the NBC promotion policy. 11 6 5 
d. The NBC promotion poli cy has never 
been personally explained to me. ~ 6 s 
e. It is evident from senior management 
personnel changes that IiBC does not 
promote from within. 20 6 ~ 
f. It is evident from middle management 
personnel changes that NBC does not 
promote from within. I 13 3 10 
I 
1:~ ------· 
I 
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figures represented in the Table are highly conservative, in 
that if questions were ,asked directly regarding the internal 
communications of promotion policy information, the answers 
would be alarmingly negative. 
QUESTION: Do you believe internal 
promotion should be a consideration of 
employment when you seek a job in the 
broadcasting industry, or not? 
Yes: 72% No: 25% No co.ument: 3% 
Cross-tabulation has shown that of the population 
, believing internal promotion should ~ be a consideration of 
employment in broadcasting, seventy-five percent stated they 
considered the most important reason for leaving NBC employ 
to be salary consideration. In direct opposition to this, of 
the population believing that internal promotion should be a 
1 consideration of employment in broadcasting, only twenty-five 
percent considered salary the most important reason for leaving 
reasons !2£ resignation !1 ~- In the use of Table No. 9, the 
writer has condensed the volume of statistical information to 
I 
I 
~---
II 
II 
I 
II 
I 
I 
I 
I 
II 
TABLE 9 
PERSONNEL TURNOVER AND SQUAD ATTITUDES REGARDING REASONS FOR 
RESIGNATIONS AT NBC 
Reason for Resignationl Number of Percentile of 
Respondents Respondents 
1. My salary was not commensurate 
lf'ith my job. 19 53% 
2. Superiors would often 11 rid e" 
and make fun of my efforts and 
failed to permit me to do new 
things. 1 2% 
,  
3. I could not work for a company : . 
when I felt that poor policy and ~ 
direCtives would interfere and , 
clash with my business ethics. 11 )-1% 
~ ~: 
4. 3$eing that a section in which I 
~as ~ployed was beginning to 
lo~~ status, I would rather 
resign than have to leave when 
the section collapsed. 11 31% 
5. The ·company was cutting down on 
many,- of the important fringe 
bene;fits. 0 0 
6. Often, as not, the first major 
jo~ ~s simply a stepping stone 
for other interests and my 
leaving would simply be a 
planned step in personal 
31% development. 11 
7. Although I was "Tilling to fore-
go salary, my advancement and 
rank within the organization 
was not satisfactory. 15 42% 
B. After exposure to the broad-
cast industry, there is the 
possibility that I would not 
8 23% care to make a career of it. 
-~~-
9. Other: 9 25% 
a. There is no chance for 
advancement with high 
turnover. Z. 
bo A personality conflict 
with superiors. 
c. Work did not contrib-
ute for self develop-
ment. 3 
d. ¥.y assigrunent ran out 
and I couldn 1 t find a 
company job. 1 
e. Other areas of broad-
casting offered greater 
potential. 1 
10. No comment. 3 8% 
1 
Respondents could select a minimum of one or a maximum of three 
answers. Thus no percentile can total 100. 
"' 
I 
= 
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a more understandable .form. The question as stated was, "Check 
I 
what you consider t o be the .first~ second and third most valid 
reasons .for generally resigning at NBC. Check only three 
1 answers." The line o.f distinction between that which marks 
the three choices appears to be a narrow one. Separate choices I 
do not appear to be important in overall considerations or 
collation. 
Three persons .found this question eonf'using and did 
not answer at all. The three were NBC employed. 
Nine persons elected the "other" category to record 
their own impressions. While some o.f the impressions could be 
merged with the established selection, the items were le.ft as 
recorded. 
NBC's Business Return on the Training 
.Investment 
Instances where !mQ obtained !. negligible return 2!! 
~ trainee investment. Vice President .for Personnel, 
B. Lowell Jacobsen has stated that the average period o.f time 
needed to obtain a r~turn on the investment of a trainee .for 
the National Broadcasting Company is appro~tely .fourteen, 
eighteen or twenty-four months, depending on his area o.f 
assignment.~ 
There have been .fifteen instances in the Squad's 
, history where the network failed to realize a manpower return 
lrnterview with Mr. Jacobsen, March 26, 1958, ~· 
===="'-"- --
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on its $95,000 trainee investment for such a group. Five 
trainees resigned innnediately; 1 four trainees were terminated 
by the network wit;hin four months or graduation;2 two persons 
were terminated by .the . company within thirteen months or 
initial job placement; and four persons resigned their offices 
within thirteen months or graduation. 
I' 
These fifteen persons represent a significant twenty- : 
I 
six percent or the total population. 3 But this is only halt 
or the story as regards NBC obtaining a return on its 
investment. 
What of those trainee .graduates still employed within 
the company? Has the advancement, responsibility, authority, 
and overall potential of these persons proven them worthy of 
Squad selection? 
I 
Of the trainee population remaining with the National 
I 
Broadcasting Company, six persons have shown themselves not 
to be potential creative, programming, sales or general 
administrative executive material. 4 This represents twenty-
five percent of the employed population (24 persons). 
lone person, 1949 Squad; one person, 1950 Squad; one 
1 person, 1952 Squad; two persons, 1953 Squad. 
I 
t-
2one person, 1952 Squad; one person, 1953 Squad; two 
persons, 1954 Squad. 
3nata is collated on fifty-seven persons. Military 
leave personnel are not included. 
4From information ot personnel records, and inter-
views with employee's supervisors. 
-------
II 
I 
II 
II 
I, 
I 
II 
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Thus, as ot 1958, nine years a.fter Squad operations 
began, it is safe to say thirty-six percent of the graduated 
population has proved o.f questionable value to the National 
Broadcasting Company as regards workmanship and potential in 
creative, programming, sales and general administrative 
positions.l 
Instances .;;:w.=h;.;;.e.;.r.;:;.e NBC obtained excellent return .2!! the 
trainee investment. As previously observed, one .of the I 
11 
reasons why administrators of the Management Training Squad 
I 
I 
have not had to continually justify the Squad's position is 
because certain Squad graduates have been highly successful 
in network assignments. Numerous managers currently employed 
(and resigned) are commanding (and have commanded) highly 
responsible positions. These junior executives are, for the. 
II most part, under thirty-three years o:f age. A partial list o:f , 
these junior management responsibilities can best illustrate 
the point. 
A. Sales Administration 
1. Manager, Coop Sales Promotion. 
B. Creative Administration 
1. Production Supervisor, Public 
Affairs Film. 
2. Foreign Correspondent, NBC News, 
London. 
1This percentile should not be confused with the 
turnover percentage of the Squad population, which is 51%. 
II 
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c. Programming Administration 
1. Director, Public Affairs News Features. 
2. Supervisor, Dayti~e TV Program Services. I 
3. Supervisor, Nighttime TV Program Services.
1 
D. General Admini5trative Services 
1. Manager, Budget and Financial Evaluation. 
2. Manager, Facilities, International 
operations. 
3. Manager, Business Affairs, Facilities 
Operations. 
4. Manager, Administration, Network 
Special Projects. 
Other departmental and supervisory areas 1n which 
Squad graduates· are now engaged ~elude Television Network 
I Services; WRCA-TV, New York owned and operated station; 
1 Television Network Sales Traffic; Business Management Office; 
1
1 
and the Television Film Division. 
l1 The listings of Management Training Squad graduates 
I 
who have left the network and curr·ently hold executive positions1 
both within and without the communications industry, are also 
highly ~pressive. It appears that many young managers, when 
II leaving the network, elevated their business status to such a 
I degree they presently command not only prestige jobs demanding 
I great skill, but the according salary and management benefits. 
I In the opinion or this writer, those junior executives !! 
the National Broadcasting Company are as much a credit 
grooming, as network employed graduates. 
l. Producer, "The Pat Boone Chevy Showroom," 
American Broadcasting Company, New y·ork. 
2. Producer, WGBH-TV, Boston. 
~ 
I 
~ --
3. Account Executive, Young and Rubicam 
Advertising Agency, New York. 
4. Aecaunt Executive, John Blair & Company, 
Station Representatives, New York. 
5. Brand Manager, Food Products Division, 
Procter & Gamble Company, Cincinnati. 
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6. Account Executive, McCann Erickson Company, 
Advertisiqg Agency, New York. 
7. The General Staff, United States Air Force 
Academy, Colorado Springs. 
8. Network Sales Executive, CBS Radio, New York. 
9. Radio ~elevision Producer, Ketchum, 
MacLeod & Grove, Inc., Advertising 
Agency, Pittsburgh. 
10. Editor, national trade magazine, Boston. 
11. Assistant News Director, WOR, New York. 
12. Assistant Brand Manager, Home Products 
Division, Procter & Gamble, Cincinnati. 
13. Management Consultant, The General 
Electric Company, New York. 
14. Assistant to the Manager, Broadcast 
Personnel & Economics, National 
Association of Broadcasters, 
Washington. 
15. Account Executive, CBS Television Film 
Sales, Inc., New York. 
16. Assistant Advertising Director, the 
Polaroid Corporation, Boston. 
17. National Advertising Director, national 
book and printing trade magazine, 
New York. 
18. Assistant Advertising Director, Home 
Products Divison, Hudson Pulp and Paper 
Company, New York. 
239 
Summary 
Any analysis ot the success and failure ot the 
1 
Management Training Squad must be viewed from two considera-
1 tiona: the overall results of Squad training and total Squad 
I benefits derived by the company and, secondly, the degree of 
success and failure of various group strata which comprise the 
Training Squad. 
I The National Broadcasting Company has never stated 
I' what it considers to be a successful graduate. The company 
l has not established such criteria because justifications of 
1 the program have not been determined on any degree of program 
failure or the need to ~prove Squad selection or program 
1 content. 
I One problem that has proved of particular interest 
1
1 
and concern to this writer is the emphasis placed o;n selecting I 
11 trainees who possess a Master or Business Administration degree.! 
I At NBC, sixty percent or the graduate population has been the 
I MBA graduate. There bas been sixty-four percent turnover of . 
I the graduate student population, which is the highest single 
percentage of any strata group. Ot particular concern is that 
II II sixty-seven percent or the graduate students have lett the 
1 network within i.'our months of their post-training assignment. 
Information regarding this group has i.'urther 
suggested that graduate degree students,and especially 
employees with a business school background, do not advance 
I 
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to better positions or do not advance any more rapidly than 
their Squad colleagues without such education. There is, how-
ever, some indication that business school and graduate degree 
employees have a greater elasticity through an ability to 
handle a variety of task assignment. 
In addition to apparent difficulty encountered with 
the selection Gf graduate degree personnel, there is also a 
II problem with employees taken into the training program who 
have not had any prior business or mass media exposure. In 
every case, young men without any business experience of any 
kind have left the network under conditions of poor advance-
ment and poor workmanship. 
With the group which has not had any media exper-
ience, there has been a sixty-one percent turnover. Those 
remaining in the network have not .had an impressive record of 
advancement or service. They apparently do not have executive 
potential for administrative, creative, sales, programming 
1 responsibilities. Through a comparison of personnel records 
I of good and questionable advancement for this group, fifty-
1 eight percent appear ,to be only average workers. 
1 The trainees with previous mass media experience 
have advanced further, in shorter periods of time, with more 
consistency, and with less turnover, than mambers of the Squad 
without prev-ious mass media experience. Eighty-nine percent 11 
of this group possess good advancement records. Their turnover
1
1 
- rate has been forty-seven percent • I 
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Each year, with the exception of 1951, program 
I administrators have permitted one member of the Guest Relations 1 
I I I Page and Guide Staff to join the Squad. The group success of 
,, 
I 
I 
I 
pages and guides who have entered the Management Training Squad 
had been outstanding. Their advancement has been the most 
significant, and their turnover has been the lowest. 
There is strong evidence to indicate that Management 
Trainees who have fully completed the planned cycle of Squad 
II 
I orientation have less turnover and readjust themselves to 
II regular employment more readily. They remain with the company 
a greater period. There is evidence to indicate their loyalty 
I, and productivity are significantly higher. Opinion-attitude 
research has suggested a relationship between the attitudes of 
I' trainees regarding advancement, salary and network promotion 
1 policy, and factors affecting turnover~ 
,, It appears that NBC's failure to communicate to the 
II Squad graduate the possibilities for advancement in the 1 
I 
corporation, has resulted in many of these individuals .j 
I resigning their network offices. Because these middle managers I 
II do not believe there is a place for them, career-wise, in NBC, 
I many of them resign and seek employment (and opportunity) 
I I elsewhere. Of those resigning, about half have remained 
I ~!thin the communications field and the others have sought 
I employment in heavy industry and commercial services. 
I 
I 
CHAPTER IX 
SUMMARY AND SUGGESTIONS 
Informal training in the network is to be found 
in the Guest Relations Page and Guide Staffs and the Mail 
Messenger and Mail Room Clerk activities. Formal structure 
is to be seen in the Management Training Squad and The Con-
The former was established 1n 1949, II troller Training Program. 
I 
the latter in 1955. In its nine year history from 1949 through 
1958, the Training Program has recruited sixty potential young 
men as future creative, programming, sales and administrative 
executives of the network. 
The Squad management pool has already provided the 
~ National Broadcasting Company with managers well gifted to hold 1 
242 I 
I 
~ 
I 
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highly important assignments. Those young managers who have 
graduated from the Squad and left the corporate structure have 
likewise estabiished brilliant beginning management records. 
I 
From the 1949 through 1957 Management Training Squad, 1 
the turnover rate has been fifty-one percent. Of the popula-
tion, thirty-six percent of the trainees have proved of 
I 
negative or questionable value to the network. Within thirteen 
1 
months of their first post-training assignments, twenty-six I 
percent of the graduates either were terminated or resigned. 
The National Broadcasting Company has never clearly 
established in what specific corporate areas graduates of the 
Squad were to serve. This has been one of many reasons why 
I some network personnel look with disfavor on the Squad program. :1 
Other network executives have criticized the selection process 
and consider many trainees as "upstarts" who have come in 
through the back door of broadcasting. 
The Management Training Squad trainee is faced with 
a great many obstacles: he needs to overcome general apathy 
against the Squad, extreme distrust by others of the Department 1 
of Personnel and the manner in which it administers the Squad 
program, the competition against other beginner level quasi-
training efforts such as mail messengers, pages, mail clerks, 
and guides. All too often the trainee is placed on the 
defensive before his departmental assignment and while 
on-the-job-training. 
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Problems of turnover 1n the National Broadcasting 
Company, as with the entire industry, must be surveyed from 
two quite different viewpoints: one as relates to creativity 
and talent administration, the second as relates to business 
and administrative talent. The latter consideration is more 
specifically concerned with the Management Training Squad, 
middle management morale in the National Broadcasting Company, 
and business management turnover. 
In the opinion of this writer, the management 
turnover rate is attributable to two fundamental factors: 
the company program itself--what it teaches, to whom it 
teaches, and how it teaches (all factors over which the 
company has direct control); and job prosperity, and the 
demand for business talent (factors over which the company 
has no control). 
In the broadcasting industry there appears to be 
little concern over the raiding of competitive talent. Like-
wise, there appears to be no disgrace at being fired from a 
job or being forced to resign. Indeed, in many instances, 
Squad trainees who were asked to terminate their services with 
NBC used their network training background to acquire far 
better jobs than had they remained in the company. It is safe 
to say that the more experience and background a man has, the 
more he knows of the operating shortcomings of ' his past 
employers. This places him in a better position when 
negotiating for new employment 1n broadcasting. 
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With the model and accessories of the broadcasting 
industry changing many ttmes each year, it is logical to assume 
that rapidity of change brings about certain dispositions in 
employees. Managers in middle and staff levels are certainly 
affected and effected by such rapidity of change. Research 
has indicated that such dispositions and attitudes must be 
taken into consideration when trainees are selected for the 
program. In the opinion of this writer, there appears to be 
I strong grounds for believing there is a ·:broadcasting 
I temperament~ unique in broadcast managers. Failure to be 
cognizant of such dispositions appears to be one reason for 
the excessively high turnover and questionable advancement 
in such trainee strata as graduate degree students with a 
Master of Business Administration Degree, and employees who 
have not had any mass media experience prior to NBC association. 
Such a reason would further suggest the excellent advancement 
and low turnover of such strata as pages and guides entering 
the Squad, and employees with a mass media background prior 
to Squad association. It appears also in broadcasting that 
personal development is far more important than in other 
industries, for individual achievements are often synonymous 
with the success and achievements of entire programs and 
departments. 
This writer would maintain that rarely in broadcast-
ing is there identity of an individual with the future progress 
of the company. This is one of the significant shortcomings 
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of Squad training. In the final degree, however, it is a 
problem which exists in spite of Squad training and has not 
resulted because of such executive grooming interest. Often-
times as a result of this lack of identity, NBC trainees are 
forced to leave their training department and search the net-
work for personal "contacts" in the hope that such persons 
may be of aid to them in future job placement. 
Because of this, Harvard Business School management 
expert Kenneth R. Andrews suggests there are four areas of 
junior and senior management dispositions often found in 
heavy industry which are not conspicuous in the National 
II Broadcasting Company. 
1. In many industries, managers have a 
close identification with their company and 
feel they are a part of the corporation; 
that the organization is truly worth working 
for, as such. 
2. Non-broadcast managers often feel 
their personal positions are secure and their 
department positions are secure enough to 
enable them to give attention to organization 
rather than merely personal goals. 
3. In industrial corporations, personnel 
and particularly junior mana~ment personnel 
are aware of the stated policies regarding 
internal promotion and need worry less about 
outside job "grabs ... 
4. With the above three considerations, 
junior and senior managers believe the progress 
of the individual is parallel with the progress 
of the company.l 
1rnterview with Mr. Andrews, September 18, 1957, 
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Remembering that thirty-two percent of Management 
Training Squad respondents stated they would resign their 
positions at NBC if the section in which they were employed 
were to lose status, Mr. Andrews' second point becomes the more l 
meaningful. Likewise, the fact that sixty percent of Squad jl 
graduates as junior managers had never read or been informed on 1 
the specific promotion policy of NBC needs little explanation. 1 
NBC has often tailed to devise systems and techniques 
1
1 
for retaining the services of Management Squad graduates and j 
I 
11 other middle managers of the company. In many instances proper 1 
1 authority bas failed to realize that shortcomings of the Squad 
program and training methodology are important contributory 
II 
l1 factors to turnover. Great importance should be placed on 
. !I initial job assignments, testing and appraising trainee prog-
ress, and more clearly equating wage and salary structures of 
post-training assignments. Most fundamental of all, in the 
r opinion of the writer, has been the failure to realize the 
1 significance of follow-up evaluation once the t m inee has 
I I' become a regular employee. 
II Executives of the National Broadcasting Company have 
I pointed out that the company should not have to be lj trapped into 
I 
promoting a man in order to keep him. By the same token, 
middle management should not think of a new title as being the 
only recognizable method of advancement. It is obvious the 
I 
1 intricate nature of reducing broadcast turnover is a management :I 
study unto itselt. 
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As the writer has suggested in past chapters, there 
are many tools at the disposal o~ NBC management which might 
reduce turnover on all middle management levels. In addition 
to the thought o~ correcting above-mentioned shortcomings, 
there is the tool o~ administrative authority and responsiblllty, 
This subject is worthy o~ exploration because: (a) 
most graduates o~ the Squad do not possess a clear cut under-
standing of this business activity, (b) a large proportion of 
NBC employed junior executives complained of holding positions 
where they did not understand departmental distinction between 
I
I authority and responsibility, (c) while forty-six percent af 
Squad respondents consider their salary commensurate for the 
job they are doing (or were doing at the time of departure), 
I fifty-four percent do not consider {or did not consider at 
II 
I 
the time of departure) salary commensurate with titled 
positions. 
When junior management unrest begins, employee 
negotiations must be on an individual basis, with rising young 
talent being carefully oriented on job authority and responsi-
bility. The two factors are not comparable and it requires 
an expert communicator to differentiate the two areas as they 
may apply to a specific operation. By understanding this 
staff and line tool, young middle managers can more readily 
equate the mistakes of others, their own mistakes, and respond 
more meaningfully to helpful criticism. 
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Fifty-four percent of Squad respondents stated they 
I would resign NBC for improper salary considerations while 
II forty-six percent stated they would resign because advancement 
and rank within the organization was not satisfactory. Because 
such a high percentage do not judge fUture association with 
the National Broadcasting Company on salary benefits, it is 
evident that other rewards are essential for good morale and 
II I good job performance. 
It is a generally accepted principle that people 
employed in the secGnd line of operations are the cornerstones Jl 
of nearly all activity. In the business of broadcasting, 
11 Second line managers are the real strength of an operation 
1 and pillars of the company. ul 
II The National Broadcasting Company has been highly 
jl susceptible to senior executive turnover in the past three 
years. This has been partly responsible for the disheveled 
morale, junior management 1s belief that their jobs are :. in 
jeopardy; and why many young, potentially strong future 
executives believe NBC is not the company in which to build 
their careers. Fifty-seven percent of Squad respondents 
believed the promotion policy of NBC best expressed in senior 
management turnover. As we have explored in Chapters VII and 
11 VIII, many graduates of the Management Training Squad appear 
linterview with Mr. William Hedges, Vice President 
of General Services, National Broadcasting Company, 
October 30, 1957. 
I 
I -I to have lost faith in the~- :om~ny and do not believe they 250 
I can grow with it. 
I What is even more spectacular is that seventy percent 1 
I I of those who believe promotion policy to be expressed in 
r 
II 
senior management turnover, have resigned from the network. 
There is every reason to indicate a direct correlation between 
Management Squad turnover with the thought that senior 
executive turnover hinders company potential. 
1
1 
Certainly then, broadcast managers should probably 
I provide a rapport with employees via a i•truth" campaign. There 
should be a general educational program geared especially to 
new recruits and middle management showing that in the broad-
casting business, top level changes do not necessarily 
represent a weakness of policy or administration. 11 The top 
echelon of a broadcasting company are the thinkers, and these 
11 
,, 
I 
II 
men must go where their abilities are needed most," maintains 
1 NBC senior executive William Sargent. 
It is for young middle managers to realize their 
talents may someday be needed most in the company in which 
lrnterview with Mr. William Sargent, Director of 
Participating Programs, the National Broadcasting Company, 
December 20, 1957. 
,, 
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J'v1ETHODS AND PROCEDURES FOR HAHAGEHENT T?AINING- IN THE UATIO:NAL 
BROADCASTING COHPANY ~ Il'JC., 
* 
Leon D .. HamUton 
~ias·oor of Science Degree candidate in Communication Arts "" 
The Graduate School of ~1blic Relatione and Communica~ions9 
A MEMO TO GRADUATES OF THE l4'.ANAGEMEl'fi' TRA:rniNG SQUAD STILL IN 
THE EHPLOY OF NOO OR ITS SUBSIDIARIES 
* 
This research project as a pioneer ~!ffort has two objectivesg 
f 
(l) To study ei'fec·cive me1;hods for the train:lng 
of future manage~lal i;alen·t in the broad .. 
casting industr,Q ! 
( 2} •ro det.ermine bo·t.h the factors of success and 
failu_~ in management training programs 
established b.1 the National Broadcasting Coo 
In future cooperation tr.i.th the thesis opinion--attitude research 
project9 a·~ no ti.~ is there any name...association with persons ...,.__ .-;u __ ......., . . . 
completing the VSl"'ioue questionnairaso Likendse$ there is no nezne.., 
-
association on opinions expressed through correspondence: personal 
inte:r-vie'tf, 01' biographical-professional. data as round in personnel 
records o£ the }1:00 ~.anagement Training Squad" !!!_ every i.."lStance 
prof'es£Jional confidence !Y!_ E!_ honoredo 
* 
So that a highly objective and thorough izweatigation can be 
conducted within the National Broadcasting Company~ 6 n sample strata an 
of the Network population will be exposed to 6 different questionnaires.., 
lo !.fembers or the 19.56 ... 1957 & 19.57-1958 Management 
Training Sqttado 
\ 
2o Graduates or the Squad still retained in the ~mp1oy 
of Nro. 
3a Graduates of the Squad no longer in the employ 
of NBC. 
4o !1embers of the Guest Relations Programct 
5,. Training supervisors of the T1anagement Training 
Squad~ 
6., Executives and junior executives of NBCo 
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1 1. Please mark Agree or Disagree to the £ollowing statements: 
A. The Management Training Squad appears to attract men 
o£ greater management potential than the Page and 
Guide Staff. 
Agree 30 Disagree_--.;;.4_ 
B. Pages and Guides appear to learn as much about NBC as 
participants in the Management Training Squad. 
Agree_..;;;;l_ Disagree 34 
c. Pages and Guides have as much an opportunity to obtain l 
the same jobs in NBC as Squad graduates. 
Agree __ 3;;__ Disagree 30 
D. Pages and Guides are less aggressive than Squad 
trainees. 
Agree __ a_. _ Disagree 18 
E. 1f you agree to the above - when Pages and Guides are 
less aggressive, Departmental managers appear to take 
a greater interest in these men, than the Squad 
trainee. 
Agree _ __.;..o_ Disagree _ __..a_ 
F. Squad trainees are generally too aggressive. 
Agree _ _;.;o.2_ Disagree 30 
G. Management Training Squad trainees are somewhat on 
the de£ensive £or £ear of being too aggressive. 
Agree 12 Disagree 22 
H. There is no stigma attached to the Management Training 
Squad trainee as being the "£air haired boys" of the I 
Personnel Department. 
Agree 16 Disagree 20 
~=====*====~================-==-~~====~~~==========~-==~======~== . , -==---
I. Following the seventh month of training, Squad 
trainees generally lose interest in the program. 
Agree 27 Disagree __ 6_ 
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J. Following the seventh month of training, Squad 
trainees generally are no longer interested in the 
program, for they are preoccupied with finding a 
company job. 
Agree 28 Disagree _ __...5_ 
K. The Management Training Squad is operated primarily 
as a public relations activity. 
Agree _ __...a_ Disagree 28 
I 
I 2. On what basis do you believe the Personnel Department accepts trainees into the Management Training Squad? 1 
College background: 13 
NBC Tests: 13 
Professional experience: 3 
11 Contaets 11 . and 11 pull! 11 13 
Personality: 13 
Overall merit: 5 
Management potential: 16 
Executive interviews: 7 
1 3. Please check the following trainee topics where further 
knowledge would have been of value to you in your getting 
to know NBC. 
1. The broadcast industry in the United States. 15 
2. The place of NBC within the broadcast industry. 11 
3. NBC radio network programming. 16 
4. NBC television network programming. 20 
5. Network public affairs programming. 15 
6. Network production operations. 16 
7. Network news and special events programming. 21 
8. Network sales operations. 15 
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9. Network plant operations. 8 
10. Network marketing problems. 20 
11. Network administration tunctions. 19 
12. The role of advertising a gencies in NBC 
operations. 23 
13. Labor Relations in NBC. ' 20 
14. Problems in NBC Union negotiations. 18 
15. Understanding the line function in NBC. 16 
16. Understanding the staff function in NBC. 16 
17. Understanding the company budget systems. 17 
18. Understanding departmental budget systems. 17 
19. Grievance problems and how to handle them. 11 
20. Human relations and its effective use. 7 
21. Job analysis and evaluation. 12 
22. Incentive programs. 13 
23. Problems of wage and salary negotiations with 
non-union employees. 13 
24. Organization and function of station relations. 12 
25. Organization of NBC 0&0 stations. 14 
26. Organization of NBC subsidiaries. 13 
27. Public relations and how NBC uses this 
.... 
management tool. 16 
28. Opinion-attitude survey and how NBC uses 
this management tool. 16 -· 
29. The relationships of NBC to RCA. 14 
" 
30. New products of RCA. 5 
31. New departmental services of NBC. 10 
r=====~==========================~~--=============-=-=*==== 
-= 
... 
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32. Personnel turnover and how this factor affects 
staff and line functions. 15 
33. Principles of supervision. 10 
34. Methods of work simplification. 7 
35. How to delegate authority. '7 
36. The writing of staff reports. 7 
37. NBC planning and development activities. 20 
4. Do trainees generally understand the important aspects of 
NBC's operations or not? 
Agree 20 Disagree 15 
5. Which of the following influenced you to choose a junior 
executive training program with the National Broadcasting 
Company? 
(You may check more than one item.) 
A. The Personnel Department interviewer suggested that 
I apply for a Squad interview. 8 
B. I wanted to enter any type of junior executive progr 
that was open to me, regardless of the industry. 1 
c. My vocational interest was the 
broadcasting industry. 26 
D. Through my family connections, I felt that I had 
a fairly good chance of being accepted 
into the Squad. l 
E. My University placement office suggested 
the program to me. 6 
F. The operation and training scope of the program 
as outlined in printed literature, and as later 
explained to me in the interview, interested me. 23 
G. The salary consideration for a training program 
of this type was attractive. 6 
I 
6. Please check the £ollowing topics where you personally 
obtained either on-the-job training, or lectures. 
1. The broadcast industry in the United States. 7 
2. The place .o£ NBC within the broadcast industry. 
3. NBC radio network programming. 16 
4. NBC television network programming. 21 
5. Network public a££airs programming. 14 
6. Network production operations. 28 
7. Network news and special events programming. 15 
8. Network sales operations. 24 
9. Network plant operations • 18 
10. Network marketing problems. 11 
11. Network administration £unctions. 18 
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16 
12. The role ot advertising agencies in NBC operations._l!L 
13. Labor relations in NBC. 13 
14. Problems in NBC Union negotiations. 13 
15. Understanding the line £unction in NBC. 13 
16. Understanding the sta££ £unction in NBC. 12 
17. Understanding the company budget systems. 14 
18. Understanding departmental budget systems. 15 
19. Grievance problems and how to handle them. 2 
20. Human relations and its e££ective use. 5 
21. Job analysis and evaluation. 11 
22. Incentive programs. 3 
23. Problems o£ wage and salary negotiations 
with non-union employee&. 3 
I 
24. Organization and function 
of station relations. 18 
25. Organization of NBC 0&0 stations. 12 
26. Organi-z·ation of NBC subsidiaries. 15 
27. Public relations and how NBC uses 
this management tool. 8 
28. Opinion-attitude survey and how 
NBC uses this management tool. 5 
29. The relationships of NBC to RCA. 15 
30. New products of RCA. 0 
31. New departmental services of NBC. 6 
32. Personnel turnover and how this factor 
affects staff and line functions. 6 
33. Principles of supervision. 4 
34. Methods of work simplification. 0 
_.....;;._ 
35. How to delegate authority. 2 
36. The writing of staff reports. 4 
37. NBC planning and development activities. 7 
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1 7. At the time you entered the Squad, what one area of network 
operations were you most interested in acquiring a job, if 
any? 
8. At the time you finished the Squad training, in what one 
area of network operations were you most interested in 
acquiring a job, if any? 
I 9. What was your first NBC departmental job? 
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I 
10. Do you believe trainees feel their chances for advancement jl 
with NBC are better because they finished the Squad 
training, or not? 
Yes 21 No 14 
11. Do Squad teachers and supervisors take an added interest 
in a man who has had previous professional communications 
or advertising experience, or not? 
Yes 18 No 15 
I 12. Did you find that your assigned training supervisors and 
men with whom you worked, took an interest in the Manage-
ment Training ~quad, or not? 
Yes 18 No 16 
I 13. Please check £B! of the following: 
A. The departmental personnel to whom I was assigned 
took an interest in working with members of the 
Squad. 6 
B. The departmental personnel to whom I was assigned 
seemed Qnly moderately enthusiastic about th~ 
program. 17 
c. Once I was assigned to a department, I really 
had little contact with the supervisors or 
managers. 5 
D. As no one seemed to take -a special interest, 
I had to 11 shift" for mysel.i'. 8 
I 14. Did your assigned supervisors and men with whom you 
worked, take an interest in your learning the materials 
~ and operations of the department in which you were 
.,.. working, or not? 
,. 
Yes 21 No 12 
15. How did the departmental supervisors mnmen with whom you 
were assigned work, impress you as communicators, in that 
they had the ability to teach you, and impart their 
experiences to you? 
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Respondents' answers for Question 15 were not at all 
meaningful 1n that nearly all persons answered, "it 
depends on the person, 11 or "it depends on the individual I 
trainee." II 
' 16. Check those departments where your training was especially 
rewarding to you, in that you appeared to understand the 
department's relationship to the total NBC operations. 
A. Network program administration. 7 
B. Network program talent and casting. 8 
c. Radio network programs. 10 
D. Television network programs. 18 
E. Public affairs programs. ll 
F. Participating programs. 9 
G. Program operations. 15 
H. Production op,erations. 21 
I. Plant operations. 16 
J. News. 15 
K. Network sales administration. 13 
L. Network sales traffic. 18 
M. Network sales advertising and promotion. 20 
N. Network sales merchandising. 18 
o. Network sales. 20 
p. Station relations contracts. 14 
Q. Station relations representation. 20 
R. Network sales development. 13 
s. Audience information. 8 
T. Research and development planning. ____ 3_ 
I 
I 
I 
~ . 
U. Research and development research. 13 
V. Public relations. 12 
w. Controllers. 15 
x. Personnel Department placement. 15 
Y. Personnel Department records. 6 
z. Personnel Department wage and 
salary administration. 2 
AA. NBC spot sales research and promotion. 15 
BB. NBC spot sales sales. 15 
CC. WRCA programming. 10 
DD. WRCA sales service. 9 
EE. WRCA promotion. ll 
FF. WRCA saJe s • 13 
GG. WRCA business administration. 10 
HH. Other. __ _ 
l7A. In your past positions with NBC, did you feel more 
qualified because of your Squad experience, or not? 
Yes 28 No 5 _ ......... _ 
l7B. If yes, why? 
Knew where to go and what to do: 10 
Diminished feeling of being lost in a company: 4 
A greater total grasp of company problems: l 
Knowledge of those departments which pay better: 5 
Obtaining high level contacts, both inside 
and outside the company: 5 
One does not feel required to do only one kind 
of a job: 3 
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l8A. In your past NBC job(s), do you believe that you have 
had to overcome obstacles because of your Squad 
associations, or not? 
Yes __ 9.;...· _ No 22 
l8B • If ~, what were these obstacles? 
1. "One fundamental obstacle: being considered 
finished and ready." 
2. "That management training precludes any close 
association and development in purely creative 
work." 
3. nLiving down a poor Squad reputation.n 
4. 11Resentment of lower level departmental 
personnel." 
5. "Still the fair haired boys. 11 
6. If Internal knowledge leads to jobs 
similar in nature • 11 
7. "No one believes you have any capacity 
or capability.n 
8. "A distrust of the Personnel Department." 
9. "They expect too much from you. 11 
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1 19. Do you consider your past advancement in NBC commensurate 
with your experience, knowledge and training, or not? 
\I 
Yes 23 No 12 
20. Do you consider your present job in NBC commensurate with 
your experience, knowledge and training, or not? 
Yes 24 No 12 
21. Do you consider your present salary commensurate with your 
experiencet knowledge and training, or not? 
Yes 16 No 20 
22. Are you in a department to your liking, or not? 
Yes 25 No ____ 9_ 
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23. Are you doing work which you enjoy, or not? 
Yes 22 No 13 
24. Would you feel more qualified in another job capacity 
in NBC, or not? 
Yes 17 No 17 
24B. If ~, where? 
25A. Did you feel qualified in your first NBC job after 
leaving the Management Training Squad, or not? 
Yes 25 No_......;..7_ 
25B. If !!£, why'? 
Had to leave early and 11fake" knowledge: 4 
Jobs demand skill and training does not 
provide skill: 1 
Assignments in completely foreign fields: 2 
26. Did you acquire your first job through your own efforts, 
or through the Personnel Department? 
Own 27 Personnel 7 ___.;.,_ 
27. Do you believe too many outsiders are brought in to 
fill vacant NBC positions, or not enough'? 
Too many 21 Not enough~--..9- No comment 15 
28. What do you believe to be the promotion policy of NBC? 
(You may cheek more than one of the following.) 
A. NBC nearly always promotes from within. 1 
B. NBC promotes from within as often as is 
administratively possible. 18 
I 
c. I have never read any specific details 
covering NBC promotion policy. 11 
D. The NBC promotion policy has never been 
personally explained to me. 12 
277 
E. It is evident from senior management personnel 
changes that NBC does not promote from within. 20 
F. It is evident from middle management personnel 
changes that NBC does not promote from within. 13 
29. Do you have personal knowledge of "politically gained" 
job placement of Squad trainees within your Squad year, 
or not? 
Yes 15 No 21 
30. Do you have personal knowledge of ••politically gained" 
job placement of Squad trainees outside your Squad year, 
or not? 
Yes 11 No 25 
31. Do you believe internal job promotion should be a 
consideration of employment when you seek a job in 
the broadcasting industry, or not? 
Yes 26 No_.....;..9_ 
32. Do you believe internal job promotion should be a 
consideration of employment when you seek a job outside 
the broadcasting industry, or not? 
Yes 30 No_.....;..5_ 
33. Check what you consider to be the first, second and 
third most valid reasons for generally resigning at NBC. 
(Check only three answers.) 
A. My salary was not commensurate with my job. 
Given as first: 10 
Given as second: 5 
Given as third: 4 
I 
B. Superiors would often 11 ride" and make tun 
or my efforts and failed to permit me to 
do new things. 
Given as first: 0 
Given as second: 0 
Given as third: 1 
c. I would not work with a company when I felt 
that poor policy and directives would inter-
fere and clash with my business ethics. 
Given as first: 4 
Given as second: 3 
Given as third: 4 
D. Seeing that a section in which I was employed 
was beginning to lose status, I would rather 
resign than have to leave when the section 
collapsed. 
Given as first: 4 
Given as second: 2 
Given as third: 5 
E. The company was cutting down on many of the 
important fringe benefits. 
Given as first: 0 
Given as second: 0 
Given as third: 0 
F. Often as not, the first major job is simply 
a stepping stone .f'or other interests, and 
my leaving would simply be a planned step 
in personal development. 
Given as first: l 
Given as second: 4 
Given as third: 6 
G. Although I was willing to forego salary, 
my advancement and rank within the organization 
was not satisfactory. 
Given as first: 5 
Given as second: 8 
Given as third: 2 
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H. After exposure to the broadcasting industry, 
there is the possibility that I would not 
care to make it a career. 
Given as first: 3 
Given as second: 3 
Given as third: 2 
I. Other 9 
No comment: 3 
Additional observations which you may wish to make. 
·. 
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